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This hook is dedicated to the memory of 

MILO H. STUART 

who carried about within him a system of 
appraising solutions to administrative 
problems that gave him a sure hand and 
stimulated in me the hope that what he 
had achieved through long years could be 
written down and learned in a less time- 
consuming school than the school of 
experience. 





As I have viewed various attempts to find solutions to adminis- 
trative problems and tried my hand at some of them, I have found 
myself baffled by the lack of encompassing theory. No such' theory 
has been at hand either as a basis for appraisal of the solutions of 
others or as a tool for illuminating the novel problems I myself have 
faced. It has seemed to me that the literature of our field has been 
piecemeal. To no small degree it is made up of rules of thumb col- 
lected from hither and yon. Such parts of it carry no hints as to their 
relative importance for the principles underlying them are not appar- 
ent. Other parts of the literature deal with sets of principles or 
theories encompassing only a phase of administration such as budgets 
accounting, building planning, and curriculum development. No 
matter how internally consistent these special theories may be they 
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PREFACE 


and will modify the administrative structure and attendant pro 
cedures to meet the demands of the humanitarian and prudential 

principles and of empirical knowledge. 

If this synthesis of basic principles proves to be a roadworthy 

chassis, it can be used and improved with the dynamic patterns now 

available, whether or not they are built about the tempo principles. 

Such use should make it all the more ready as better power units 

emerge from the laboratory or from the work of practitioners in the 

fielC In presenting this book I wish to acknowledge the great help and 
encouragement that I have had from students in my course m Basic 
Concepts of School Administration, on whom I have tested this 
“theory” in its various stages of evolution over the past five years. 
Particularly I wish to acknowledge the help of one of those students, 
Donald H. Ross, who, having worked through the exercises ot t e 
course, rendered the assistance in preparing the exercises and bib- 
liographies for this book that only one who had worked through the 
theory without benefit of a text could render; and of another Sidney 
M- Bliss, who read the manuscript in an early stage of its developmen 

and cave me valuable suggestions. 

In addition, I wish to acknowledge the help of SuperinteiHicn 

Alexander J. Stoddard of Philadelphia, Superintendent A. L. Threlkeld 

of Montclair, and Director John K. Norton of leachers College, who 

read the complete text and gave many suggestions for ’ 

and the kindness of Professors Arthur I. Gates, Wilbur C Hallenbeik 
and Robert Bruce Raup, and of Dr. William S. Vincent, all of Reached 
College, who, to the advantage of the book, read Chaps. II, 111, 

and I V wiXto°adc e nowledge the hearty cooperation of Superintendents 
Arthur L Gould of Boston, Ilerold C. Hunt of Kansas City, Mo, 
William II. Johnson of Chicago, Charles H. Lake of Cleveland, Kmei- 
Zn II Landis of Dayton, Ward I. Miller of Lastchester, Leon N 
Neulen of Camden, Willard B. Spalding of Portland, and Viigil 
Stinebaugh of Indianapolis, who responded to my request m ; 
of the books they found desirable to have ever at hand lhui .mg 
gestions were exceedingly helpful in the formulation of thetat ol 
books recommended in Appendix C as useful for the supeimtenden . 

^Finally, 1 wish to acknowledge the kindness of various Polishers m 
civing permission to quote from their publications, as noted m t o 
Lt ami the contributions of a long list of people of whom I have 
unhanDily lost count but whose labors on a Works Progress Admin- 
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istration project in the early thirties left as a by-product in my files 
thousands of translations of statements bearing on home rule, from 
which I was able to select many of those appearing in Chaps. VIII 
and XIX, and of Professor Daniel P. Girard of Teachers College, who 
checked the translations of the passages selected. \ ^ 


New York, N. Y., 


April, 1946. 
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CHAPTER I 


INTRODUCTION— ORIENTATION OF SCHOOL 

ADMINISTRATION WITH THE PASTE PEwnm 


This chapter defines the vantage point from which school adminis 
tration is viewed in this book and outlines the basic principles that 
describe the setting in which administration operates. 






APPROACH FROM THE OPERATIONAL LEVEL 


The operation of a school system at the local level is an extremely 
complex matter. Particularly is this true in American schools. The 
local operating unit is not just an arm of a state-wide system; it comes 
sharply under the play of public opinion in its own locality. Not only 
1S sub i ect to control by certain mandates and restrictions set up bv 
agencies of state-wide jurisdiction, but it is also subject to a much nmr'e 

fluid and more extensive senes of controls rising from the community 
m which it operates. 

These local controls are of such importance that it is realistic to 
rink of school administration primarily as local administration 
subordinating the specialized services and controls of central agencies 
as something abstracted from the complete and unified pattern that 

exists on the operational level. 1 

1 Ins book adopts this point of view. It seeks to find the level on 
which all the forces are in play. In general this is on the level of the 
superintendent of schools of the local school dist rict. In large city and 
county systems, however, it continually drops to the level of the ind 
vidual school or of a group of schools within the svstcm The reason 
for this is that the officials of large cities or conntU nr ’ . 7 

remote to bring all the factors of home rule into nlav ° t0 ° 

““ or the 

, P x haractenstics as treatments that start with thn -t + 

department of education an the center and work outlai d 

In this book, therefore, administration is not viewed as an airent f 

£ ^ Powers whichtr 

degree in mandatory legion and' inl^ 
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and duties with which the legislature invests the state department of 
education, the general pattern is that of delegating broad powers to 
school districts. It is the home-rule pattern rather than the line and 
staff pattern. With the vide range of discretion provided local 
administration, it is at one and the same time freed from a slavish 
ministerial relationship with central officers and made subject to a 
vast range of community influences which the ministerial type of line 
and staff subordinate officer is empowered to ignore or at least to 

resist. 


PRINCIPLES OF THE CULTURE 

The character of these controls that are brought sharply into play 
by home rule can be inferred from certain characteristics of the public 

mind. 

First wc must ask who constitutes the public. In addition to the 
mind of the citizen in general, of the taxpayer, of public-minded per- 
sons, and of parents, we must include the mind of staff and student 
body. The reason for this is that once the nonschool public has 
channels of expression opened up to it, pupils, teachers, and janitois 
that mingle with the nonschool public exercise an influence of a quite 
different character from those exercised when the routes open to public 
expression are devious or lead far away from the immediate neighboi- 
hood. Home rule therefore brings into play a public mind in which all 
the persons in and out of the school participate and administration 
becomes synonymous with u thc coordination of the educational think- 
ing and acting of all interested members of the local community, as 
nearly as possible in line with the mandates, restrictions, and exhoita- 
tions of the legislature and the central agents it may have provided. 

What are the influences that enter into the judgments of the indi- 
viduals who contribute to the public mind? 

Of course, the members of this public are moved by certain more or 
less remotely perceived objectives for education. Ihcir conception of 
a school that will meet these objectives (as indeed is the case with the 
administrator) is in turn influenced by what they believe to be the 
nature of the learning process; by their interpretation of the demands 
made by the socioeconomic milieu in which they are immersed; and by 
their appraisal of devices available for achieving the purposes. The 
basic, principles of purpose are dealt with in Chaps. II to V. 

Rut, the public mind is moved by considerations other than concep- 
tions of purpose. Attitudes toward educational policy are influenced 
by considerations that are a heritage of the culture. Chapter VI is an 
introduction to the treatment of principles in this realm. 
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borne of these considerations are humanitarian. The public are 
concerned not only with ends to be achieved but with democratic, 

just, and egalitarian treatment of persons affected by the process ul 
achieving them (Chaps. VII to X). 

Other considerations are prudential: The public are concerned that 
the ends be achieved without outraging the sense of the practical that 
they have built up in their business relationships, at work, or in tin- 
operation of their homes. They are concerned with economy; they 
believe that the really important things are simple; they are suspicious 
of cleverness; they want schools to achieve their ends in ways that 
appeal to their sense of the practical, of the common sense. These 
prudential considerations are the subjects of Chaps. XI and XII. 

It is ,not suggested that these same factors do not operate on 
remote administration. In the long run it is our faith that they do. 
But under home rule they are ever present and pressing. Particularly 
is this so with respect to the humanitarian and prudential considera- 
tions that are so deeply ingrained, so emotionalized, that they fre- 
quently cause all concerned to become so engrossed with the means -is 
to forget the ends. 

Closely related are the three principles that are the children of 
ciange: adaptability, flexibility, and stability (Chaps. XIII to XV) 
They also stem from our cultural heritage. Being of more recent 
origin they less often well up in the public mind as considerations in 
establishing that sense of well-being that underlies public approval 
Accordingly, since they are related to the achievement of ends as well 
as to the means, administration may not with impunity allow them to 
be overlooked. The administrator must be aware of the humani- 
tarian and practical principles to protect himself, to keep himself 
r m understressing means. He must be aware of the principles of 
c ange to protect the enterprise from its friends. Therefore, while it 
ould .be absurd to say that these change principles are, along with 

hich, if ignored by administration, are most certain to bring disaster 

^rsrichr°“ in a — ^ to ^ 

as -r “r- 

If SO, did it actually serve justice? These are the quX^t^t 
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be asked of reported research and experience. Chapter X\ I seeks 
to orient the richness of the literature to the processes of solving 
administrative problems in terms ot basic principles. 

Finally, there is no simple logic to balancing the demands of 
various basic principles. Chapter XVII deals with some of the pit- 
falls and rules of action. 

Applying composite balanced judgment to administrative prob- 
lems is illustrated by Chaps. XVIII and XIX. These chapters apply 
the basic principles to the appraisal of legal structure, which is too 
often taken as ultimate fact rather than as an application of principles 
of the culture, as it should be. There would, of course, be justification 
for similar treatments of the various functions into which the treatment 
of administration has customarily been divided . 1 Each of these 
functions, like the subjects of Chaps. XVIII and XIX, is subject to the 
play of the system of principles developed here, and all such treatments 
are a result of a more or less complete application of them. The task 
would be a lengthy one, however, and it is hoped that the reader, 
made sensitive to a more inclusive range of criteria, which potentially 
come into play in considering any phase of administration, and given 
some degree of skill in invoking them, will find himself possessed of a 
better kit of thinking t ools to enable him to challenge and supplement 
any treatment that has not invoked all applicable criteria. 

COMPARISON WITH PRINCIPLES APPLYING TO SPECIFIC AREAS 

A word about the comparison between this system of principles 
and the various series of principles of administration with which the 
reader may well be more familiar is presented here. Most of such 
“principles” have; been developed from a consideration of the par- 
ticular area to which they apply, giving attention to experience on the 
one hand and a sort of a<l hoc list of criteria deemed to be applicable 
to that area on the other. It is as if the student of each area had 
Hought to sound out the character of the cultural soil underlying the 
particular spot on which he wished to build. Such an attack has 
often resulted in the neglect of important criteria. Examples of such 
neglect are pointed out from time to time in this treatment. This book 
has sought to sound the foundations of the entire school system, pro- 
viding criteria applicable in varying degrees to all administrative 

problems. . . , . . 

Accordingly, this book should bo useful to the experienced udminis- 

trator or the advanced student in challenging the completeness ot 

■ Much lor example, as Mokt, II., ami Wai.tcu 0. Reussoa, Public School 
Finance, New York: McGraw-Hill Hook Company, Inc., HM1. 
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the various sets of criteria he habitually uses or has come to accept 
from his study of specialized areas of administration. It seems 
probable that it would be useful also to the less experienced administra- 
tor or the beginning student as a means of broadening the scope of 
his vision of new problems or of the adequacy of the scope of considera- 
tions dealt with in the treatments of specialized areas. As such, this 
book would serve as a sort of continuous reminder to the practicing 
administrator and as a handbook of method of study of administrative 
problems for the student, whether the subject for consideration is the 
legal structure of the school system, the operational patterns into 
which much of the work of local administrators is customarily reduced, 
or the thousand and one decisions made at the discretion of the 
administrator in his capacity as the person responsible for filling in 
the gaps of law and regulations and of operational patterns. 

CLASSIFICATION OF ADMINISTRATIVE PROBLEMS 

In brief, the principles dealt with in this book are the backdrop for 

school administration in all its aspects. To assist in bridging the gap 

between this approach and the customary approach, a list of adminis- 
trative areas appears below. 


Legal Structure 

The character and powers of school districts 
The powers of school boards 

The size, manner of election, etc., of school boards 

The powers of the local electorate 

The legal powers of school boards 

Salary and tenure arrangements 

State participation in school finan ce 

Local taxation arrangements 

Uses to be made of local governmental agencies 

The character and powers of state departments of education 

The powers and responsibilities of other central agents 

I*)cal rules and regulations governing methods of school-board action, powers of 
administrative officers, sick leaves, salary schedules, etc. 

Operational Patterns 

State requirements for bonding, purchasing, payment of bills, auditing account 

mg, method of employment of teachers, attendance, and other responsibilities 
of pupils and parents, budgetmg, hearings, certification 
.Local budgetary procedures 
Operational plans 

For the development and approval of courses of study and curriculums for th. 
— *»« organisation and ~ 
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For determining pupils’ admission requirements, for standards of achieve- 
ment, for plans for promotion, for reports to parents, for school discipline, 
for school attendance 

For the public relations program of the board and the school system 
For internal administration; for the operation of the supervisory program 
For the selection of teachers, for time and manner of payment of employees, 
for the bonding of employees; for rules governing absence of employees 
For the formulation of the budget, for methois of handling suggestions and 
complaints from the public 

For the operation of plant, for the maintenance of plant, for the use of the 
plant by other than school groups, for the transportation of pupils 
For requisitioning, ordering, and paying for supplies, equipment, and special 
services, for obtaining bids, for awarding contracts, for educational and 
financial accounting and inventories of physical properties 

Discretionary Acts 1 

All actions of school personnel in the actual operation of the school within the 
patterns laid down above 

The last category includes by far the greatest part of the decisions 
that are made in the actual operation of schools. It is the flesh and 
blood of education. The structure and operational patterns are 
abstractions from vast experience with administrative acts and are 
therefore subject to the same forces as those that affect the minute-to- 
minute decisions that make up an operating school system. 

It is submitted that the soundness of solutions reached in each of 
these areas derives in no small part from a balancing of the basic 
principles and their derivatives dealt with in this book. 

Exercises 

1. Using the list of phases of school administration given at the conclusion of 
this chapter as a point of departure, formulate your own outline of the day-to-day 
and long-range problems of administering a school or a system of schools. Supple- 
ment the list by significant items from your own experience. Check for complete- 
ness by examination of some of the texts and surveys given below. Try to 
organize your topics into broad items, but retain cognizance of specific 

implications. For example: 

a. Provision for exceptional children 

(1) Mentally or physically handicapped 

(2) Gifted children 

(3) Socially maladjusted children, etc. 
or 

1 See John A. Sexson, "New Insights into Educational Administration,” 
Official Report of The, American Association of School Administrators, PP- 74—70, 
Apr., 1045, for a challenging portrayal of the importance of the discretionary 

nowers of school administrators. 
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b. Purchasing 

(1) Establishing standards for supplies 

(2) Obtaining bids 

(3) Auditing accounts, etc. 


Retain this list for use in connection with the exercises following Chap. XVII. 
Bear in mind your organization of the broad implications of school administration 
as you read the remainder of this book. Try to see the principles discussed in this 
book in practical relation with the scope of school management. 

2. Men have always sought to develop objectives or systematic approaches to 
reasoning or judging. These sometimes take the forms of check lists, codes of 
conduct, lists of criteria, formulas, etc. Can you from experience, actual or 
vicarious, suggest some of these? 

3. Section C of the bibliography suggests three attempts to reach a system- 
ization of what in this book have been called “ Common-sense Principles. ” The 
student will profit from dipping into one or more of these works to develop a frame 
of reference for following the development of this book. 
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CHAPTER II 

GUIDING PURPOSES OF PUBLIC EDUCATION 

. To sa y that Practice, present and proposed, should be in conformity 
vnth sound educational objectives is to state a truism; yet the objec- 
tives are so simple and the practices that have grown up to meet them 
are so complex that an administrator must continually remind himself 
t at educational practice is not good for its own sake; that no matter to 
what degree a practice may be modified to make it conform more fully 
to the wishes desires, or inclinations of those concerned, care must 
a ways be taken to assess the possible effect of the change on the 
ul imate purpose to be served. It is helpful to remember that the 

, . , °! Engllsh ’ the departmentalization of instruction in the 

igh schooi, instruction in history, instruction in industrial arts, and 
other aspects of the school came in to serve a purpose Thev are all 
devices. If children make cardboard houses in the fins, grade! o™" 

rea ng exeicises, 01 play games, it is to serve some end. This is so 
obvious as to make the mentioning of it appear absurd. But one who 
visits schools and asks teachers why they do this or why thev do that 
cannot but be struck with the thought that many of them had never 
been asked the question and had never asked it of themseTves Thev 
ook the training to teach music, or industrial arts or Vn' 0 + 

Sed for the fob Z7Zl ^ ^ - bS 

analysis of meajs and ends traini "S is in the critical 

by tie ’ portion ZhiZ'Tr “* 8 ■“ l6SS cWy Undwst00d 

in gettfn g'baek ITZoul fro^Tf^ hSS ^ ' vho 

candle of culture T Z P These P ersons are the flame of the 

seem near their creator; in oth!ra 7 ^ "‘T h ‘ Eh "‘" 1 men 

enlightened seem to have forgotten the E heS ” T even the most 
practices which they see about fh ?“ lposes of the multitude of 

looking backward to some high ! ofa?' Th ^ Mcord “Sly always 

lightly in their own generic, T. “? Wh ° Se w * d * taken 

generation. In a real sense those who seek to see 
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the patterns that spread through the multitude of practices are 
always ahead of their time. They see smoother, more consistent 
designs; they seek the elimination of conflicting practices. Out of 
these more perfect designs flow the purposes of public education. 

EDUCATION: A BRIDGE BETWEEN THE SEERS 

AND THE CULTURAL FRONT 

Public education has the task of bridging the gap between the 
potential savagery of every newborn child and the best of the culture 
of the past. It must give to this generation designs for living more 
fully in accord with the emergent, conceptual designs than the earlier 
generations attained.' It must share with an ever-increasing propor- 
tion of all the people the tools of thinking and living that those blessed 
with the greatest insight have created. f Accordingly, the school 
administrator and his coworkers are mediating agents between the 
brave new world and the generality of the present adult population 
that may have caught but faint glimmers of new horizons. The 
children who must be dealt with, with their infinite capacities for 
realization of citizenship in these curious new worlds, are limited in 
their ability to grow to their potential statures, not only by what they 
unconsciously absorb from the culture in which they live, but also by 
the conscious and unconscious limitations which that very culture 
places upon the schools in achieving braver goals, 1 

For these reasons the schools can have no absolute goals for any 
generation. They must go as far as they can, considering the physical 
and psychological limitations of the children themselves, the limita- 
tions of available methods, and the limitations imposed by the culture 
in which they work. 

7 It should not be forgotten that there is nothing in our social 
system that demies the desirability or the right of persons unusually 
favored with insight to lighten the way. In fact, there is much in it 
that cherishes this right. The development of our system of public 
education is a recognition of the general fundamental interest in the 
road the flame of the cultural candle illumines. Longfellow in one 
of his rarer moments wrote:/ 

Nature 1ms, no doubt, for some wise purpose, placed in their hearts this 
love of literary labor and seclusion. Otherwise, who would feed the undying 
lamp of thought? Hut for such men as these, a blast of wind through the 
chinks and crannies of this old world, or the flapping of a conqueror’s banner, 
would blow it out forever. The light of the soul is easily extinguished. And 
whenever 1 reflect upon these things, 1 become aware of the great importance, 
in a nation’s history, of the individual fame of scholars and literary men. I 
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fear that it is far greater than the world is willing to acknowledge; or, perhaps 
I should say, than the world has thought of acknowledging. Blot out from 
England s history the names of Chaucer, Shakespeare, Spenser, and Milton 
only, and how much of her glory would you blot out with them! Take from 
Italy such names as Dante, Petrarch, Boccaccio, Michelangelo, and Raphael, 
and how much would be wanting to the completeness of her glory! How 
would the history of Spain look if the leaves were torn out on which are 
written the names of Cervantes, Lope de Vega and Calderon? What would 
be the fame of Portugal without her Camoens; of France, without her Bacine 
and Rabelais, and Voltaire; or Germany, without her Martin Luther her 
Goethe and her Schiller?— Nay, what were the nations of old without their 
philosophers, poets, and historians? Tell me, do not these men, in all ages 
and in all places, emblazon with bright colors the armorial bearings of their 
country? Yes, and far more than this; for in all ages and in all places they 
give humanity assurance of its greatness, and say, “Call not this time or 

mind achieve !’ i irbar0US ’ ^ ^ inUch ’ CVCn th ° n and thcre - ^uld the human 

Schools Should Improve Designs for Living 

' The s c ho°l administrator who forgets that the professional task is 
to do the best that possibly can be done to raise this generation to 
igher levels/than were achieved by those who went before risks failure 
o serve hrs purpose. /The urge to have more abundant life for 2 
children is still stronger than the attitude that “what was good enough 
foi me is good enough for my children.’’ It is deep-rooted - It i ■ 
our fault if we do not help the public to see that there are always m w 
Wiers for living, whatever may have happened to tl^X 

/The school should always he a school on a hill Out of the vMi 
mto which the light of the sun shines dimly come bovf and L" s 
young people up where the sun shines brighter There thev Ipo ' \ ^ 
o live according to finer designs. Thefe they karTto X ?„ 'Z 

to^tTsignT eX' The ™ they form Habits living according 

‘»e va„eyX,y bX Tht of ^ If in, “ 

We ,e it in a^e niture XXiXlX f ^ 

and coLu^; artiZ” in V mta r ' ! "T* '°° k il Home 

« ‘He bookstore window in thfoatt! °° t ne ' , ’ ssta n ds . in books 
‘He home, on the street in ? human relationships in 

/Administration is noi 
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viewing taxpayers and parents — not that alone. It has its job in the 
kitchen but it has, as well, its periods in the front room at the fen. 
of the master. It deals with dollars, 3 ms, but also with prophets’ 
visions, and dreams, and high hopes for tomorrow. ; 


Administration Representative of the Light Givers 

/ Before we discuss the basic principles of purpose which are the 
lodestone of administration, it is important to realize that those con- 
cerned with administration, more than any other persons, are not only 
representatives of the public and their fellow professional workers 
alone, but also of those in this generation and in the generations of the 
past who are and have been the light givers of civilization. Without 
this realization and the characteristics that go with it, the juggling of 
principles to make a smoothly operating school system is a form of 
intellectual mumblety-peg. In the words of Plato, “He who is to be a 
really good and noble guardian of the state will require to unite in 

himself philosophy and spirit and swiftness and strength. ”/ He was 

<■ 

speaking of the ideal soldier for his utopia, and also describing the ideal 
school administrator for our times. 

The administrator is the spark that ignites the power-giving 
mixture. The power-giving mixture flows from two sources — the 
basic principles of purpose and the basic principles of common sense. 
Mixed in proper proportions in the carburetor of balanced judgment, 
they are made ready for the spark from the spirit of the doer without 
which all the bravest dreams of men with the greatest insight will 
not ruffle the leaves of an aspen.'" 

This book does not deal with this spark from the spirit of the doer — 
it hopefully assumes it. But it is a theme to conjure with. Some 
poet has written, “Like an army with banners flying is the strength of 
a great idea.” And in Plato’s Republic Socrates says, “Have you 
never observed how invincible and unconquerable is spirit and how the 
presence of it makes the soul of any creature to be absolutely fearless 
and indomitable?” 

•^TWO BASIC PRINCIPLES OF PURPOSE, 

It would be possible to formulate the objectives of education into 
10,000 pages. From time to time individuals and groups seek to 
develop a list short enough to be encompassed quickly and long enough 
to carry meaning. Such were the seven cardinal principles of second- 
ary education of the Commission on Reorganization of Secondary 
Education of the National Education Association (health, command 
of fundamental processes, worthy home membership, vocational 
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preparation, citizenship, worthy use of leisure, and ethical character) 
Such is the small volume of the Educational Policies Commission, 
1 he Purposes of Education in American Democracy A 

Since the purposes have little practical meaning apart from the 
devices by winch we seek to attain them, no list, short or long, can be 
mme than a series of points near the zero end of a scale of understand- 
g . They di aw meaning from the means at hand. For example if it 
" ere our Purpose to prepare a traveler for the exigencies of a thousand 
m,le trip made at the fattest p„ ss ,ble time, our prepara „n ,v„ u w have 

j zirinofzv 0 yea,s ag ° from " iat * >» w \vhi: 

prepai ation for the exigencies of a thousand mile trip” means 
epends upon the mode of transportation. If there is no knowledge of 

ArDantortatTm rt d atl ° n ^ ° bjective is aImost meaningless 

fe rndarly, the meaning of the objective is influenced by the natu W 

of the "oaT to^be' caiTied “so^ 1 ^ T physical char acteristics 
influenced by our conception of h S ° ° Ur educatlon al objectives are 

r 5 and of 

An examination of the recoe'mVpr] nKiroi' *,1 i ° 

™.e out the limitations of *» 

3 as sr,d % zzz zz z — — 

as possible a percentage of each generation. ° ablmdant llfe ln as large 

v. maintenance of our social system* 

° a r a f or a people may be to 
they must, by the very nature ofthino- °, putanew one m its place, 

cerned with ways of resisting change It is’th 6001 ? 6 im . mediatel T c °n- 

that for People to have a chance to realize the + S ° CiaI ChangGS 
sometimes many generations, is essential / In ft! P .° tentialltles > time, 
h ational Constitution, the founders of / 1 E form ulation of our 
checks and balances on change Th ev oh T &U SOrts of 

point of view that they had a system which™ 11817 n0t take the 
provision for the orderly revision of t ™ P ^ The ^ ™ade 

^rr n “r; m a s 

Readings at the endrf SUte ™^ of purpose see ^ g^^ 



16 


PRINCIPLES OF SCHOOL ADMINISTRATION 


It is not surprising, then, that in the discussions which were carried 
on concerning tax-supported education in the first half of the nine- 
teenth century the necessity for safeguarding the system played an 
important part. There was a realization that knowledge must be 
diffused; that people must know how to read; that they should under- 
stand the forms of self-government. These arguments appeared in 
the late eighteenth-century discussions of public education that 
preceded any wide realization of tax-supported schools. Noah 
Webster said that in England the efforts of the people had to be put 
into fighting against the encroachment of kings and barons, whereas 
in the United States it had to he used to create an efficient instrument 
of government. Again lie said that to consider the achievement of 
freedom as a closed task is to destroy it. Samuel Knox said that thcie 
must, be no halfhearted acceptance of the duty to educate if democracy 
is to prevail The emphasis given to the teaching of patriotism in the 
eighteenth-century schools and to mandatory legislation in many 
states with respect to the teaching of the Constitution, may be taken 
,is a reflection of a partial realization of the implications of the basic 
principle that public education must contribute to the stability of our 
social system. A variety of principles flow from this basic pnncip c. 

A Deep Regard for Our System of Government 

' The schools should imparl a deep regard for our system of govern- 
ment as one that has contributed much and has had immeasurable 
potentialities for promoting the life, liberty, and happiness of thus and 
future generations. 'Phis attitude should be such as to make the 
proposal to ehange that system one of most careful and far-reaching 
consideration. It follows that in making each generation realize how 
the potentialities for mollification are part ami parcel of our social 
nystem, we should take care to instill an appreciation of the fruits of 
the system which have l.ccn so great and the unrealized potentialities 
which arc st ill so great, that change should be thought of as perfecting 

rather than modifying the system. 

This principle is far easier to state than to achieve So many 

people are obsessed by the notion that a thing is either a good or all 

2? h in the whole design, or perhaps more likely, to charge that the 
reformer has lost faith. It should he our purpose to attain w newly 
llH possible in each generation something of that balanced ]U gnu 
which led the men in the Revolution and in the Constitutional Con- 
i’ n to risk their all for a system and yet maintain that the system 

:::Zu ^ «*. * «*** - 
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rare in anj generation. Obviously, from the differences of opinion 
on what should be done with respect to teaching about this govern- 
ment and other governments in recent years, it is clear that we have 


Characteristics Necessary for the Social System 

A B«ood principle flowing from thin basic principle is that the 

'7“ a UmaI1 n,a,erial ,hat oomes <° ^ those skills, 

2"“"? ° f ««*»>• This should he interpreted broaX 

enough to include not only what we may customarily think of m 

cituenship qualities, but also those qualities necessary for a socW 

system more broadly conceived. Not only does the school have the 

responsibility for having children become interested in tlie mechanics 

of government but it also has the responsibility for guiding children 

—a! a. 4 * £££ 

Ohnrecterietica Requisite for the General Welfare * 

m.L^ i P r iP,e U that the 81:1,001 8houl 'i o'oote in the human 
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education in a monograph published in 1928. 1 A far more extended 
document covering this matter was produced by the Educational 

Policies Commission in 1940. 2 

The typical attitude towards the relation of education to our 
economy is well illustrated in a statement recently noted, to this effect: 
“These people are poor and therefore ignorant./’ This is the attitude 
which we so frequently take. Poor states and poor communities 
have poor education as a result of being poor. II we are to give any 
credence at all to the statements of the economists, we could as truly 
say: “These people are ignorant and therefore poor.”. One of the out- 
lets of a community or state from poverty is to direct more of its 
income to the education of the oncoming generation.. Just as peoples 
have chosen for a reason to buy capital goods or guns instead of butter, 
a people may, if it chooses, have education for a few years in order that 

it may have butter in the future. 

A few of the reasons why mass education is economically productive 
can be seen when we compare the value of raw materials with that of 
the completed manufactured article. A very large percentage of t e 
cost of manufacture is for labor, and in turn a very large percentage 
of the cost of labor is for skill, built up in no small degree through the 
educational process within the schools. Even where the schools 
provide, no more than reading, writing, and arithmetic, they have 
gone a long way in providing what is necessary to obtain many special- 
ized skills in a very short time. Take away from a people then- 
ability to read, and write, and compute, and you destroy a very large 

part of their economic productiveness. 

Again, compare the modern farmer of the Middle Most, with the 

farmer of 1 900. In 1 900 he planted the crops he knew about in the soil 
and performed those acts of husbandry which had come down to him 
from the Stone Age. He failed to rotate his crops and thereiore 
destroyed the soil. lie raised a little wheat for his own bread, hay foi 
| liH horses, and corn to feed his pigs. 1 1c sold the pigs and the excess 
of the wheat, hay, and corn. With the coming oi the unproved 
understanding of soils and plants following the establishment ot the 
agricultural colleges and experiment stations, he began scientifically 
to select his seed, rotate his crops, introduce soi -building cops, a 
finally, in recent years, to modify the crops in the light of discovers c 

. C, auk 1 1 a ROM) K, The Economic Effect* of Education as Shown by Statements 

of C„„„»Uv„ n*. 

'' D2 ?' 'duralion.1 Policies Commission, Education and Economic. WcH-MwJ" 
American Democracy, Washington, D.C.: National Education Association, !»•« . 
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commercial uses of plants unknown in 1900. All the information that 
might ha\e been obtained in the laboratories and on the experimental 
farms would have been largely useless except for the educational 
process in and out of the schools by which the farmer became its 
master. Hence it may be truly said that the increased productiveness 
of the Middle Western farm, the stopping' of the tobogganing of the 
soil to destruction, is m no small degree attributable to education 
not only to direct education but also to the fact that the schools gave 
the farmers the ability to read, to write, and to figure 


Skill in Working Together 

Let us look for a moment at the other side of this picture There 
has been vast economic loss not only during the war but also in the 
years preceding because of the fact that our people have not been 
skilled in working together. Much of the conflict between manage- 
communication and working together in groups, as well as to a Tack 
of understanding of basic economics. It is a source of never-ending 
wonder that labor and management, coming up through the same 

swo^ds^m^eTo^^I tl ^ 8elv08 at 

to lacks in education, but it is certainly due in some lack of 

“ w™rsr ship which can be ° btaiMd Jy * * ££ 
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multitude of voluntary agencies that only device. We have a 
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against epidemics. We have institution y “ perated > that protect us 
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entire population, not en masse, but as individuals growing from an 
infancy that has potentialities for any kind of a social system toward 
the realization of the types of persons conceived as good by our own 
social system. It is essentially creative in its purpose; it is not rooted 
in social pathology as are prisons and police systems, for example. 

THE REALIZATION OF ABUNDANT LIFE 

If we consider the nature of the appeal of the basic principle 
discussed above, we see that psychologically the appeal is to the car- 
riers of the light and to those who under their leadership have taken 
up the burden of maintaining society as more than an unconscious 
comingling of blind urges. The number to whom such a reasoned 
appeal is authentic is normally relative^ small. To the great mass 
of the population in any generation the proof of the pudding is in the 
eating. They are not content to make sacrifices of superhighways, 
or the latest gadget on an automobile, or of other immediate goods, 
for something so far away, so “theoretical,” as they say. While a 
small group in the long run has a tremendous influence in the course 
of history by the persistence of its ideals, the direction taken at any 
given moment is determined by the greater mass whose judgment is 
made in terms of more immediate good. To say to them that as 
many as possible of the children of this generation must live abundantly 
if our social system is to be maintained sounds like a threat at best 
or a meaningless jargon at worst. To say to these same persons that 
we must provide these opportunities in order that our children and our 
neighbor's children may live more abundantly will strike a responsive 
chord. 

The appeal to the individual good is none the less authentic. To 
respond to the appeal that my children, and my neighbor’s children, 
and the stranger's children shall have their chance is every bit as 
noble and in the long run fundamentally as important as to respond 
to the appeal that these children shall have their chance in order that 
our social system may prosper . 

To be realistic, therefore, we must raise our fourth subprinciple 
above to the level of a basic principle. We must take the earth out of 
the constellation of the sun and consider it as the center of its own 
planetary system. We must move into the general public’s frame of 
reference*. To do this we must restate our second basic principle 
to read as follows: Kach and every child and young person shall 
have, the fullest possible opportunities for the development of those 
skills, habits, knowledges, and attitudes which will help make him a 
successful, happy person, now and throughout his life. 
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of the philosopher. The members of the community who vote on the 
school budget or vote for members of the board of education may not 
be able to express these patterns in words, but they can express them in 
votes, a mode of expression requiring no extensive erudition. The 
members of the community, through their channels of expression, can 
voice a sense of adequacy or inadequacy even though they may not 
have the art to express it in well-chosen words. 

Sources of Insight 

The Public. The suggestion offered here, then, is that the public 
school administrator should seek patterns of the good life and of the 
good citizen in the thinking of those immediately about him. To do 
this he must have the knack of finding what Dewey has called “the 
best and wisest” and the insight to seek to be surrounded bv a corns 
of teachers richly grounded in those designs for the good life painfully 
wrought by the seers of all ages, and broadly experienced in the 
multitudinous facets of the culture in which they must work. Such 
eaehers, many or few, and the more farsighted among the community 
have no great difficulty in setting goals that they can agree upon 

u h compromise. Such established goals will have 

wih lir a T' Gl UnderStandlng by both community and staff, which 
make achievements more likely and will help keep the detailed 

practice of the school from forgetting its purpose. So viewed how can 

one be other than thankful that in the development of the American 

fChool sj-stem these vital questions of goals and means of reachin 

Tu aVe + t en eft S ° fully t0 the individual communities? 

Above it has been said that the responsibility is chiefly that of 
administrator and of his more farseeing colleagues t7b r Ct!t t 
community the light that shines from the seers of all n * int ° 7 
personal life and the good citizen. gGS t0 the g °° d 

in tZZtZtl appLlro n b S iC thetd iPfe r * " **>>«*■* 

Jeremy Bentham called^^ 

Dewey speahs of 

term “use and enjoyment of the obfects activ Lf !,* T ° f the 
the world in which individuals live ” 7 m pr ° ducts • • • of 

for the decisions that communities’ have 7„°mtkV 
education: what they shall eet for • k tb res P ec t to 
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which will promote the life, liberty, and happiness of children, now and 
in the iuture; of the adults of the community, now and in the future; 
or of those who make up the larger community — the state or the 
nation — now and in the future. All our philosophical, sociological, 
economic, and other considerations finally must go through these 
channels. 

Lighthouse Communities. The philosophers are not the only 
sources of light. We should not overlook the challenge of those 
favored communities that have provided staffs of unusual excellence 
and in their own population have an unusual number of persons of 
broad experience, background, and insight. We should become 
increasingly concerned in seeking the guidance that comes from these 
happy combinations of humanity — not as something to copy slavishly, 
but rather as insight to be considered as we should consider the insight 
of seers. The results of the thinking of these groups, as well as the 
heritage from our philosophers, may well stimulate thinking persons in 
far less favored communities to rise far above the level that would 
otherwise be theirs. We should look to these communities as shrines; 
we should make more use of them. 


Working with the Public 

If the reading of meaning into our basic principle is to be a joint 
enterprise of profession and public, professional leadership must be 
more concerned than in the past in seeking to put the works of philoso- 
phers into such terms as will be understood by laymen. The rich 
resources must be translated from the language of the profession to the 
language of the public. One key for such translation is to listen for 
the questions which the public asks. 

Far too much of the discussion of education, even in the public 
press, is couched in terms of professional controversy. If the public 
is interested in having our citizenship an intelligent citizenship, we 
must not say that, according to the psychologist, intelligence is largely 
a matter of nativity; that the intelligence quotient cannot be markedly 
lifted. Such a statement is beside the point; in the sense that it is 
meant it is not news to the public, in the broad terms in which the 
public looks at humanity, morons have stayed morons, geniuses have 
stayed geniuses, and ordinary men have stayed ordinary men. But 
they know also that of two men with similar talents, one may make 
more effective use of his talents. Tiny are interested in having the 
schools help them make use of their talents and help them meet the 
situations about them. They are accordingly concerned with the skills 
of communication. They believe that knowledge has power in 
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raising the effective intelligence of human beings. They can readily 
see that some people can work well with others while some cannot, and 
at there are tricks to it which can be learned. Accordingly, it would 
seem far more wise to use the word “intelligence” in the public sense 

definition “ T r 6 P 8 ^ 0 / 0 ^’ 8 sense > having the psychological 

definition for utilization with our fellows in the profession. 

to the'eolhwr t0 ^ fl '° m the P eda £°gical frame of reference 

? WaS made m the classi fications used in the brochure 
entitled What Education Our Money Buysd This brochure sought to 

escribe schools under twelve classifications each of which would be 

meaningful to laymen. No doubt a much better way of doing it wifi 

vo ve, but as a first attempt this classification is suggestive These 

eve classifications are not purposes; they are classifications of 

characteristics which suggest purpose. Nine of them have to do with 
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which, represent part of the basic, knowledge may be so stimulating, 
that we may wish to build tabernacles and remain with them always. 
But the administrator must not be confused by these humanities. He 
must remember that, in the ultimate, the school must be judged in 
terms of our two basic principles of purpose. 

APPEAL TO PURPOSE IN TIMES OF STRESS 

It is well to hold in mind that these two basic principles have much 
in common; that they frequently provide alternative orientations of a 
given problem. In most times and with most people the orientation 
provided by the second basic principle is 1 Ik; more realistic. 1 he more 

generalized appeal does not stir them. 

There are times, however, such as war periods or depressions, when 

we all become more conscious of the remote problem of maintaining 
our social system. Such times provide us not only the opportunity 
but also the urge for an orientation of our problems with a more com- 
plete, if more austere, conceptual design. We teel more sharply the 
dangers from groups of persons in whom the schools and their com- 
panion institutions have failed to instill that regard for the personalities 
of others which is basic to democratic living. We see more clearly the 
shortcomings of a school system that does not give adequate care to 
health and to vocational training. Wc sense the lack in a people oi 
“the spirit that prevaileth” as we never do in normal times. 

The flare-up on the New York Times history survey in the early 
forties is an example of how under times of great national stress the 
public may become conscious of the more remote principle— the safe- 
guarding of the social forms. Probably no such flare-up could have 
b w; n caused by similar information on science, or music, or even health. 
The teaching of history lias been coupled in the public mind for genera- 
tions with the teaching of patriotism and citizenship. State constitu- 
tions have required the teaching of history. Many states have 
statutes requiring the teaching of history. It is only because we have 
tended in recent years to orient the teaching of history along with 
many other subjects in promoting the welfare of the individual that 
we find ourselves surprised by the amount of heat generated by this 
discussion. It suggests the possibility that it may not be wise always 
to select the easier of the two principles for the explanation of 
educational practice, even when such choice is legitimate. 

SUMMARY 

Purposes arc often overlooked in dealing with the interesting detail 
„f method. This is even truer of the public than of the profession. 
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School administration has the responsibility of keeping purposes to the 
fore. 

The educational system has the function of bridging the gap 
between the thinking of the occasional seer and the front of general 
progress. It should seek to improve the level of living. In a sense, 
administrators and their coworkers are representative of the light 

givers. 

In reducing purposes to meaningful scope, the following are 
presented: 


Basic Principles : 

1. Schools should help to maintain and better our social and economic system. 

2 Schools should contribute to the realization of abundant life in as large as 
possible a percentage of each generation. 6 

Subsidiary to the first of the two basic principles are 

а. The schools should impart a deep regard for our system of government. 

б. The schools should create in the human material it serves those skills 
knowledges, etc., necessary to the operation of the social system. 

- The schools shoulcf create in the human material it serves those skills 
knowledges, etc., required for the general welfare. ■ ’ 

The second basic principle is a restatement of c above inherms of 
the individuals. It can be broadened to include most purposes 

In deciding on the life patterns to seek, the community is at one and 
he same time the final judge and a rich asset. Admini trators and 

their coworkers may bring to bear also the insight of P Mo7o p Z s 

and the experience of other school systems. ^ 

n • Wh f 6 usua,I y the Public appeal of the second of the two basic 

Lt oLT ‘“I of stress tend t0 shi,t the *. the 
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“Do not train boys to learning by force and harshness, but lead them 
by what amuses them, so that they may better discover the bent of 

their minds.” — Plato . 

“I call a complete and generous education that which fits a man to 

perform justly, skillfully, and magnanimously all the offices, both 
private and public, of peace and war.”— Milton 

3. In your estimation, which of the principles of purpose is receiving the 
greatest emphasis at this time in: 

a. Professional literature? 

b. Public thinking? 

c. Educational practice? 

4. Justify some subject-matter field or school activity you teach or conduct 

or believe should be taught or conducted. 

5 What mores of our American life should the schools maintai 
some of the dynamic phases of educational purpose? Expand in terms of prac- 
tical policies how education can serve the maintenance and improvement of our 

social system. ^ ^ paragraph giving thc arguments (in terms of purpose) for 

or against some administrative arrangement (c.ff., homogeneous grouping or 
remedial classes) in language understandable to the average citizen. „ 

7. This chapter set up as a goal of education the ‘abundant life . Consult 
Kilpatrick’s Source Book in the Philosophy of Education (listed in Selected 
Readings below) and draw from Chap. VIII of that hook an acceptable definition 
of Ce Rood life.” If no quotation meets your philosophy, verbalize your own 

b ° St 8 What should the community know about thc purposes of its schools? 
What would you tell them? How would you go about delivering that message . 

‘ 9 Resource Book. This hook seeks to dip into the underlying structuie on 

which the administration of schools rests. It is not it. purpose to present mforma- 
iZ as much as concepts basic to school administration. Accordingly, ts value 
will he in the pattern of thinking about administrative problems distilled fr 
bv 1 he reader. In the process of achieving this thc student will dip in . 

f Ats of the culture as they arc reflected in the great books and in current perio - 
h-als It is suggested that a careful choosing of quotations not only from re 

inij IS, iL,«- of his power to discriminate. The following bases 

for electing material have been found helpful. 

K«r the l»rinoiplt:H and their Conditioner** (Chaps. 11 V) 

Clear-cut statements of the basic principles and the principal application, 
art they appeal to the student. 
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reference 1 ^ statcments obtained in the literature, for futun 
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CHAPTER III 


PSYCHOLOGICAL INTERPRETATION OF PURPOSE 

In the preceding chapter it was implied that most of the discussion* 
of educational purpose are greatly colored by the consciousness of 
means at hand for achieving them. Controversies between individuals 
and groups seem to turn more frequently on the means than on the ends 
to be achieved; also, each individual or group tends to judge the other 
as being concerned solely with method rather than with purpose. 
For example, the subject-matter specialist, convinced that his 0 \vii 
subject matter is a powerful instrument for achieving the ultimate 
purposes, is apt to depreciate those aspects of method which have to do 
mth growth of personality. He may charge the educationalists with 
bemg too much concerned with how the subject matter is taught 
At the same time he is assuming that all that really matters is the 
mastery of the subject matter. In this assumption he is dangerously 
ear elevating his method of education (the instilling of certain items 
knowledge) from its true level of means to the heights of purpose. 

THE ADMINISTRATOR AS INTERPRETER 

. Acc . orcUngly ’ the administrator, sitting as he does in a sort of 
judicial position, will do well to remember that practically a!iy s ate 

ment of purpose, . other than such ba ^ statements as are given of the 

respect to trends in our socioeconomic life 'and ^ “ 8Umpt,0ns "'“‘h 
ready availability of educational de“ces “ P ‘” ! 33 to 

h/: ::z y p z th T: ein of pu, ; lic education 

discoveries in the psychology of bm'niiT' iom" 1 ! traCed t0 

be traced to public demand ‘ f S me these Can llke ' vi se 

The psychologist may rejoice thi ’“the l 8 ° oi T° nomic changes, 
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the sociologist may point out with n h plactlce - At the same time, 

Won, that these changes are ioeial phLIITttT 
» hne with good psychology.” 
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greatly concern the school administrator. Iiis part is to help guide 
the social demands in line with good psychology. He cannot be happy 
in being a party to the formulation of an educational program, however 
responsive it may seem to be to a public urge, unless he has the assur- 
ance in his own mind that it is in accordance with what is known about 
the learning mechanism of human beings, any more than he can be 
happy with responses to public urges which are not in keeping with 
the basic principles of purpose. It will be noted that this places the 
administrator between the front of public demand and the greatest 
insights of our philosophers and scientists. If he is to maintain his 
position and be other than a servant to shifting public opinion he must 
have some way of appraising the psychological soundness of proposed 
action. He may not be able always to stem the tide away from sound 
thinking, but he can hardly be forgiven if he responds to the tide in 

ignorance of sound thinking. 


NEED OF SIMPLIFICATION 

The vast accumulation of research in the first half century of 
the application of scientific method to the field of psychology seems 
to make amazing demands upon school administrators. Many may 
say that if this position is to be taken it will be impossible for one 
man to know enough to be an administrator. We can admit this 
just as we can admit today that no man really can know enough to 
be a physician, and nevertheless go forward with the task of doing all 
we can to master the complex elements involved in the work of the 


school administrator. 

The obvious conclusion to the above seems to be that every admin- 
istrator must be a master of all the research in educational psychology. 
However, a simpler approach is proposed: to seek out of the scientific 
work of those fifty years the major discoveries which have been fruitful 
in broadly challenging educational practice or which appear to have 
promise in this direction. Out of the tens of thousands of pages ol 
research problems in the field of psychology of learning covering the 
infant years of the development of a science we can hardly expect to 
have more than a few strategically challenging discoveries . 1 If we 


> A possible, explanation for the scorning paucity of principle drawn out of the 
field that has been most fruitful in educational research is the great degree to 
which psychological research has dealt with the pathology of education: reading 
disabilities, personal maladjustment, etc. These are matters that concern the 
day-to-day patterns of operation of individual teachers and guidance olhccrs but 
only here and there affect the general pattern of the educational system. Adminis- 
tration is concerned with them hut on a level of detail quite different from that 
infJueiieod by the principles prcHeiitocl hero. 
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can isolate these so that they become useful instruments in appraising 

practices, the administrator can then forget entirely or leave to his 

leisure hours the multitudinous small research problems and the 

resounding controversies which are the mixed concomitants of the 
development of a lively science. 

Somewhere, somehow, there should be those in the field of adminis- 
tration who are observing the research and controversies so that the 
field may be alert to. the emergence of new principles, but it should 
hardly be the responsibility^ the practitioner with his many responsi- 
bilities in other areas to follow these controversies. This task cannot 
be left to the psychologists for they are not sufficiently well in touch 
with the patterns of public education to judge the strategic importance 
of their own research. Neither should it be left as it has been to everv 
practitioner to screen out of the activities of the laboratories those 

tilings which may be pertinent to education in the thousands of indi- 
vidual communities m America. 

In the remainder of this chapter an attempt is made to draw out 
these important findings, which should be made a part of the working 
capital of every school administrator; which should be present in his 
consciousness as a backdrop to every decision made invdving chant 
human beings whether those concerned be pupils, teachers janitor* 

preTentTbuui, ° r ^ 

i S Z 6 somebody’s laboratory yesterda^S, 

dace in .Id, r . 7 d ! scove ™ 8 »»<>• « years ago may deserve a 

th«e fi , AcCOrdln ^; «* administrator is asked to accem 

When ’Omer smote ’is bloomin’ lyre, 

’E’d ’eard men sing by land an’ sea;’ 

An what ’e thought ’e might require, 

E went an’ took — the same as me! 

challenge to formal discipline 

holo g ; “ 8 o ^ed from the p sy . 
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weights. ' P > °u much in lifting social 
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There is no simple generally applicable curriculum that 
prepares for life by training the mind. 

Studies in Transfer 

This is derived from the studies on the transfer of training which 
challenged the accuracy of the theory of formal discipline just as 
Pasteur’s discovery that gravy cut off from contact with dust in the air 
does not spontaneously generate maggots. Again, like Pasteur’s 
discovery, the research on which it is based was absurdly simple. It 
came out of no great fund set up by a foundation but rather out of a 
few laboratory experiments. While this discovery was made more 
that 40 years ago, there is still controversy over it, just as there was 
controversy over Pasteur’s critical experiment for over a quarter of a 
century after it was made. Pasteur had thought through this problem 
of spontaneous generation to the point that he could test it with a 
simple, critical experiment involving a few cents worth of material. 
The medical world in general could not accept it because they had not 
reduced the thousands of pages written on spontaneous generation to 
its critical assumptions. Similarly, psychologists and laymen includ- 
ing the educational profession found it difficult to divest their own 
thinking of the mass of writing based on the assumption of formal 
discipline to the point that they could see the critical nature of simple 
experiments on transfer of training. 

There is no discovery in psychology that has been more costly, and 
for this if no other reason, the school administrators must be concerned 
with it. If psychologists are not yet satisfied with the conclusiveness 
of these critical experiments, school administrators and the public 
should rise up and demand that they carry through adequate experi- 
mentation to settle this issue of major educational strategy without 
further delay. Let them drop all the little tactical problems if need 
be for a decade and settle this problem. For, as William F. Russel has 
pointed out, if the theory of formal discipline is in fact tenable, we can 
reduce the cost of American education by vast amounts. 

These statements should not be left unsupported. 

Formal discipline was the theory that rationalized the belief in the 
disciplinary effects of certain well-organized and difficult subjects. 
Under the heading, “ Transfer of Training,” the J Encyclopedia of 
Educational Research traces this theory back to the Greeks. It says: 
“The Greeks, for instance, considered that any training affected the 
whole of mental life.” This excellent discussion carries the evolution 
of such thinking through the breaking down of the unitary nature 
of the minds of the Greeks into unitary faculties in the Middle Ages. 
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Several centuries then went past before the unitary character of 
faculties was challenged. William James seems to have been the first 
person to express doubts of it, at least the first one noticed by the 
psychologist. The results of some simple, unscientific experiments of 
James appear in his Principles of Psychology published in 1 890. Really 
critical experiments were those carried on by Thorndike and Wood- 
worth, reported in the Psychological Review in 1901. There have been 
°;her studies in the intervening years. Sandiford in the conclusion of 
his article in the Encyclopedia of Educational Research summarized his 
own judgment as follows : “The author’s final judgment, after scanning 
the 810 studies m his bibliographical file, is that transfer is a real fac- 
tor in education. Otherwise the functioning of school training in life 
would be seriously limited. But the amount of transfer is usually so 

small that it is better to depend on direct training of an ability rather 
than hope to obtain it indirectly by transfer/ 1 

From the scientific standpoint, therefore, it appears that the 
practitioner, however he may want to argue with the details of various 
studies, should be bound to place no great weight upon the disciplinary 
effect per se of any school subject until and unless the weight of the 
evidence is overthrown by more critical scientific investigation. 

it °* ltS t far ; reaching “glance for the school administrator 

would be wise for the school administrator to familiarize himself with 

cntioal . ud.es He will find them well summarized in the arfele 
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Differential Effects of Intelligence 
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is more transfer in the case of h,VMv intlir T that there 
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recognition of identical elements to these brilliant persons was then 
interpreted by the teachers as sofne mysterious “disciplinary” power. 

As a wider range of the population came into the secondary 
schools where the formal discipline theory was more leaned upon than 
in the elementary schools, its failure with the run-of-mine individual 
became so apparent that without necessarily ceasing to give, lip 
service to the theory, other reasons were found for bringing in subject 
matter of known utility. Accordingly, it would seem that school 
administrators should not be too disturbed by the occasional statement 
coming from masters of select private schools and presidents of select 
colleges that shows them still clinging to the formal discipline theory. 

Cost of Adaptation to This Discovery 

Above the statement was made that the abandonment of the formal 
discipline theory has had a large influence on increasing school costs. 
This can be readily demonstrated. If schools could be operated on the 
theory of formal discipline, complete faith could be placed m the lnsti - 
ing in all minds of exactly the same subject matter. Individual 
differences would only have to be recognized by allowing differences 
in time. The very bright could go through the schools fast, the veiy 
dull could go through slowly. The achievement of the Particular 
subject matter would be a simple goal, the master key to the develop- 
ment of the good life. When we abandon this simple belief and accept 
in its place the necessity for teaching persons to think m a thousand 
situations, we have not only greatly increased the range of the educa- 
tional offering and hence the cost, but we have multiplied many times 
over the problems of adjusting to individual differences. 

Administrative Policy 

The wise administrator will accept this as essential just as the wise 
doctors came to accept the fundamental soundness of the germ theory 
of toe At the same time ho will be intelligently alert to the 
possibility of discovering educational sulfa drugs. As the mfant 
held of psychological science evolves, it is highly probable that tlm 
learning process will prove to be far more complex than it was viewe 
either bv the believers in formal discipline or by those who have 
reject ed formal discipline. In the meantime, however schools mus 

than in the „,o»l experimental Muon, 
J » n beeaneo one of them may prove ton or 

twenty or fifty year, from now to lm.o boon nearer the truth than 

best science we have had at our command today. 
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INDIVIDUAL DIFFERENCES 

Our second principle, like the first one, goes back to the turn of the 
century. It has to do with individual differences and is closely related 
to the first. It may be stated as follows: 

2 . Individuals differ in all sorts of ways: capacities, past 
growth, points at which growth is now ready to occur. To 
provide a wholesome growing situation a school must have 
a wide variety of open doors leading by varied paths 
toward the desired goals. 


Probably the studies on individual differences are better known to 
the school administrators than any other educational studies. The 
school administrator certainly has no difficulty in recognizing the fact 
that there are tremendous individual differences. In all probability 
there was a pretty wide consciousness of individual differences before 
the studies at the turn of the century that served to dramatize this 
phenomenon of human nature. The fact of these differences, however 
woukl not be particularly disturbing so long as the theory of formal 
discipline dominated thinking. The selected hierarchy of subjects and 
of subject matter within subjects was considered of so great importance 
that the individual had to master them to be educated. He either 
could do it or he could not. If he could not, he was not of the elect 
feome consideration might be given to differences in allowing some to go 

f a " d some . to g0 slo ' v - Hence > at the turn of the century semi- 
annual promotions were introduced encouraging teachers to cause more 

childien to repeat and thereby to have a greater chance to master the 

lerai. hA quite as truly as permitting the bright to skip materials 

Which they had already mastered in some degree. It was only when 

ns faith m the mystical powers of certain subjects was shattered 

hat indn ldual differences began to be worked upon seriously as a 

reason for major adjustments within the schools themselves. Thereto 

01 e individuals were expected to adjust to the system; now came the 

movements leading to adjustment of the system to individuals 

on ne^t^^ took 

- that adjust menf 6 to 
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where the system should be subordinated to the individual. Today 
as never before we can appraise schools, not only in terms of what is 
happening in the improvement of schools and in the improvement of 
individuals, but also as to what is happening to the unfolding per- 
sonality under which we subsume such traits as citizenship and demo- 
cratic ideals. 1 


REALISM IN TEACHING 

Our third principle also extends out of the studies of transfer of 
training. It may be stated as follows: 

3. The more there is in common between the learning situa- 
tion and the situation in which the learning is to be applied, 
the more likely will the learning be useful. 


This similarity may be due to identical elements or to meaningful 
generalizations which will help individuals see identity that they might 
otherwise overlook, or both. Psychologists differ in their explanation 
as to why it is that the amount of transfer is related to native intelli- 
gence, but the conclusion from all of these elements seems to be that 
whether the generalization is built up by the teacher in a meaningful 
way or whether the transfer comes from identical elements, the higher 
the degree of reality in the teaching situation, the better, whatever the 


level of intelligence. 

In other words, meaningful generalizations of words are not likely 
to be built up except through the use of lifelike situations. The failure 
of persons to be skillful in the use of denominate numbers, even though 
they were taught them in the elementary school, may very probably 
be traced to the teaching situation in which no attempt was made to 
discover whether children had any concepts of bushels and pecks or 
pounds and ounces. Accordingly, in later life, when faced by the 
bushel and peck, or pound and ounce situation, they are probably 
not much better able to cope with the practical problems thap they 

would be if they had never studied them. 

This principle is quite as revolutionary in its demands on schools as 
any of the others, for it denies the validity of the total textbook situa- 
tion that still dominates vast numbers of our schools. It questions 
the validity of appraisal made exclusively on information or skill 
tests applied after teaching. Children can be taught to hand back 
even nonsense syllables glibly, and much of what is taught out of 
textbooks, unhappily, falls in the nonsense category so far as the 
learners are concerned. Accordingly, in appraising a school in terms 


1 DiHftUHHcd in ('Imp. V. 
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of v hat it is really contributing to future effectiveness of individuals, 

even in such matters as skills and basic knowledge, consideration must 

be given to how meaningfully they were taught as well as to how well 
children can pass the typical terminal tests. 


PHENOMENA OF GROWTH 

The fourth psychological principle in our brief list may be stated 
as follows: 

4. Learmng is a process of individual unfolding. Each of us 
grows from where he is, not from some independently 
determined starting point held in common with others. 

Growth and Good Teaching in the Past 

Just as the theory of formal discipline was not followed religiously 
m schools prior to 1900 because of the frequent challenges of common 
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ultimate proved sound. What we tend to overlook is that many more 
unsound ones are proposed concurrently, each having the same sanction 
of “insight,” and as a result no one has anything but bis own sense of 
the “squaring with facts” in his own limited experience to guide him 
in his choice. In the nineteenth century, for example, the practice 
of cauterizing wounds was abandoned in the better hospitals. At the 
same time there was a great increase in deaths after operations. Only 
after the germ theory of disease came to the tore was it understood 
how the discontinuance of a barbaric practice thrown out because the 
theory supporting it was discarded had also thrown out one of the few 
practices that combated infection. Similarly, some primitive tribes 
have been found strangely free from certain diseases that are associated 
with lack of sanitation. Through the insight of some seer in their 
past history they had been led to sanitary practices because of the 
believed use that evilly inclined persons could make of personal garbage 

in practicing the art of witchcraft. 

One of our lesser but vexing problems today is the group of men 
who insist on appraising practices without benefit of several centuries 
of development of empirical method. Why, for example, should 
Alexander Meiklejohn, Mortimer Adler, and Robert Hutchins, in their 
efforts to settle the fate of society and education, feel that it is so little 
necessary to reckon with the findings about human learning that have 

resulted from a century of empirical study? 

One line of insight is worth a thousand pages of research ; the trouble 
is to know which insight. In purpose if is a matter of agreement; with 
us a matter of agreement in each community. With method it is a 
matter of systematic checking with the facts of life research; not 
that research avoids the necessity for arriving at agreements, but 
that agreements are on a simpler plane; c.g., on the fitness of the 
tests and the validity of the observations. The good insights are the 
lucky generalizations from limited observation that prove to square 
with the universe. An insight into reality is good only to the degree 
that it is in fact an insight into reality. Only research going beyond 
the ordinary observation of an individual can tell which insight is the 

lucky one. 

Studies of Child Development 

Beginning in the twenties a number of extensive researches were 
carried on in which children were studied as complete growing organ- 
isms. They were the studies of child development. Their interest 
first was to find what the infant organism needed in the way of food, 
slcen, relaxation, and personal guidance. They watched babies of 
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preschool age unfold, ng. These studies carried on in the Child 

r itut ? f Teacbers Co,,ege ’ the Iowa «-* 

help the school administrator. In addition, he should see to it that 
he has somebody on his staff who knows these writings well In 
the twenty-five years of research in this field the one findinv tlvu n 
present writer has picked up and observed that he would raise d he 

It gives a background par excellence fo ,g°' ma dlscl Plmc theory, 
designed as means to achieve the ZjZ 

decade!' '»■* ^w 
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the need for attention to the th 1 rnein upon our consciousness 
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Scope of Application 
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5. Interest is the phenomenon that indicates growth. Just 
as friction generates heat, learning generates interest. We 
don’t teach to get interest, but when we don t get interest 
our teaching isn’t prospering. Interest is an index of 
where the organism is ready to grow. Not all interests 
need to be followed any more than all limbs on a tree need 
to be allowed to develop; we select and encourage the limbs 
that sprout in the desirable places. 

This principle is important because of the fact that many forces 
have been at work during the last century which tend to confuse the 
educator, and perhaps even more, the layman, as to the category in 
which he should place interest. It is clearly a means and not an end. 

The origin of the notion of interest as an end is confused. It shows 
up in the late eighteenth-century and early nineteenth-century educa- 
tional philosophies. But it is found elsewhere in the culture. It is 
observable in a poem of Wordsworth’s that many of the older genera- 
tion at least, had to learn— “The Ode on Intimations of Immortality 
from Recollections of Early Childhood.” This poem expressed what 
must have been a belief in some circles that the soul of a newborn child 
was translated immediately from a conscious and perfect life m another 
realm of existence. Granting this, interests evidenced by small 
children could be taken as clues to the nature ol the good life. Accoid- 
ingly, the interest itself would hold a close affinity with one of our 
prime objectives of cducalion-lhc development of the good life. Why 
develop the good life, these good souls may have said when all we 
have to do is discover its residual elements and allow them to grow 
unhampered? This lovely confection of philosophy found expression 
in Maeterlinck’s “ Blue Bird.” Who that has seen these babes waiting 
to be born could refuse to believe that when they were eventually 
horn their interests should be discovered and allowed full play as keys 
to that perfect life which, in the play, they are so anxious to leave 
In the early statement* drawn together by that dynamic gioup that 
organized themselves as the Progressive Education Association more 
than a quarter of a century ago, the remnants of this play was made one 
of a group of important desiderata for which this group was to vork. 
How many schools other than a few private schools that made it t reii 
",hal for »*»»«, f-U for this the writer h» no way o 

knowing. But in his observation of hundreds of public schools, 

° f ’i^r^it thing is that we should not, forget the power of 
interest as a, tool when we reject it as an end - the error which is some- 
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CHAPTER IV 

SOCIOECONOMIC INTERPRETATION OF PURPOSE 


It is in no way decrying the importance of the eternal verities, the 
great humanistic patterns of personal living that contribute to indi- 
vidual happiness and to a good society, to point out that both the 
individual life and the pattern of society have socioeconomic aspects 
that must be taken into account in interpreting the meaning of the 
purposes of education. Technological developments, shifts in popula- 
tion patterns, the sweeping aside of groups of the population into 
unfavorable situations, shifts in the nature of wealth, all challenge the 
schools to help adjust individuals to the inevitable, or by changing the 
characteristic patterns of individual lives, to change the socioeconomic 
pattern for the better. Our conception of what constitutes a good 
citizen and a good personal life is strongly conditioned by the social 
and economic setting for which we are preparing children and young 
people. We do not think of the good civic life and the good personal 
life as going on in a vacuum. We no longer assume that the individual 
is trained for life by certain magic processes; he must rather be given 
knowledge, skills, and patterns of action drawn from the socioeconomic 

Hotting. 

SOURCES OF INSIGHT 

Luckily there Arc many people whose business it is, or who make it- 
their business, to observe the (low of the socioeconomic patterns and to 
point, out the trends toward different patterns, bringing them to the 
attention of legislatures, churches, schools, and other institutions or 
agencies concerned either with guiding individuals or with shaping the 
character of the patterns themselves. Hardly a newspaper but carries 
some statement challenging education to do something about preparing 
children and young people for some newly observed or imagined facet 

in our Hociocconomic life. t 

One of the richest sources of data for these observers is the United 
States Census. It reveals shifts in patterns of population distribu- 
tion, age, amount of education, literacy, size of families, wealth and 
resources, industry and production, agriculture, occupations, character 
of housing, advance of electrification, bathing facilities, running 
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water, racial distribution, distribution of immigrants, and many othoi 

1 3>Ct S % 

From other sources observers gather information on changing 

patterns of morbidity, crime, unemployment and its incidence* on 

racial and age groups, religious affiliation, social stratification, dis- 
tnbution, and consumption. 

From still different sources observers gather data on the tremendous 
changes m technology and its impact on public or quasi-public agencies 
social welfare agencies, health and medical care, governmental func’ 

cWct T. ter w PUbhC administrati °n, taxables and tax systems 

character of legislation, transportation, and communication. ' 

RESPONSIBILITY OF ADMINISTRATORS 

Among these persons are those who seek lo find amolior.nl ion of the 

administrator whose conscience may be saying to it « if 'v '''' * 7‘ 

observers appear to do a pretty X I i 2 J . T* vol,mt! "T 

pointing with alarm and n J 1 viewing with pride and 

usually E accepted “’news' the t T tn ^ ~ 

daily and periodical press.’ 1 Eventh,^™ a ! S ° xmd b >' 
attender at conventions if he is alert to th & & and the ca * sual 
education, can be reasonably well informed 1 X 0 if ^ ^ 

. This chapter, therefore, seeks 

giving a summary 2 * * of 25 far-reachino- t ,« i r *i &e a <?l tne8S lj .v 
suggesting some of their challenges to th S ° th<5 F^ kw dc( ' ades and 

** of implications and To *• 

administrator can add as occasion suggest / “bv 1 ffi mteK * ted 

on the — ■ in - - 

e.gh t educational implications had been drwn fro' hu,,dred and se ™itv- 

madts " SUrV6y of 7 °0 books and arti es t ?, C ° mparable ^ of trends 

2 Twenty-four ffielrgrlfeT ° Verl °° ked - tl0nal mterPret * ra - 

combined, however. Emphasis on 2 or 3 haTb ^ *1°™' Several o{ the 278 are 

ZhT 06 i W ° rk ex P er i en ce, tolm-ance ^hite ckaa ® ed as a res ult of the war 

- e - the shift of the occupational pattemtwVdffiL/t 
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dramatization of a situation by some special event or condition, such 
as was experienced in the fields of juvenile delinquency and intolerance 
during the war years. Few of these trends are new in the sense of 
being overt fruits of particular current events. They, along with 
many others, are a part of our racial or economic life that, have been 
long* in the making and long neglected. We need to be able to act 
more quickly and intelligently in meeting the problems arising out ot 

these trends. 

SEVEN GROUPS OF TRENDS 

In the discussion which follows the 25 far-reaching trends referred 
to above are grouped under seven headings: Relieving Tensions in the 
Population, Developing Better Designs lor Living, 1 reparation foi 
Vocations, Challenges to Educational Methodology, Adjusting foi 
Increase in Educational Responsibility, Correcting Inequalities in 
Educational Opportunity, and Improving the Underpinnings and 
Structural Pattern of the School System. Note that these headings 
arc not descriptive of the trends but rather of the educational adjust- 
ments which the writer assumes as desirable. , The same holds in aige 

degree for the headings given the 25 trends. 


A. Relieving Tensions in the Population 


^ 

Six of the twenty-live trends have to do with increasing tensions 
among groups of population. Whether or not schools can do anything 

about relieving these tensions by bringing up a ^ ^ 

with different attitudes and habits of acting and thinking is a critical 
i ■ rn. f t j s however, that there are attempts lieu, and 

there, on the part of 'schools to do something about these tensions 

tVirnmrh the influence of personal behavior patterns. 

delations between Leader* of Industry and Labor . The large pai 

nJtSZiL com. to |.Kv in >i‘o U.o ^ 

I • , irnl into a progressively smaller group suggests tlu. need 

'Z'ZZZ social outlook for those who are likely to 1---" 
.... I | i r i* .,i HO HUggests the posnibiht.y that when 

r isl ££, js ^ * «- — «>■— 

HOinotliinK mon, mi*ht I... .loon l» W«* jle 

in life The fact that all of the members of c.u h l.e, 1 

problem. 

i KxarnplcH appear in Chap. V. 
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Interdependence between Urban and Rural Life. The increasing 
complexity of the interdependence of rural and city life makes it 
imperative that rural schools, at least, take more account of the whole 
social scene. This is only less imperative for t he urban schools because 
of the greater progress toward diversity made by the latter 

Occupational Future of Rural Children. The shift of excess rural 
population to the cities due to differential birth rates and teclmolo<deu] 
development counsels more diverse occupational training for voun- 
people and more attention to patterns of urban living. The cities of 
tomorrow will in no small degree be made up of men and women who 
were born and reared in the country. No mean proportion of the 
c 1 dren in any rural school may be expected to pass their adult years 
in urban communities. .Whatever the rural school does in the prepara' 

toon of young pcop| e for a richer rural life, there is certainly a chalLk 

to S ri,' p u PI ' 0 'l d0 eVCI ' “ *° *■>«* »W arc dust i.N 

to be city dwellers adjust to a life where community discipline is lower 

nd where, therefore .self-discipline becomes of increased importance 

unonko H T, L f- There - ^ group of trends which imp^e 

smaller homes, shift of economic Unctions from home ii' durin 
nd the slower increase of employment of married women as cornua, c i 
tv, h unmarried (barring war yearn). With all these changes the home 

here S Tl lmp0rtMt sodal unit in our society J, 

pe U oX OT m:rf;;ride 0 d f f0r 1 ildren “ d “ 

and consumption of goods no longel prod^ed'u t'Z ^'TT 
education of both boys and girls for child care t W 

T 'r ^ ” d Of 

delinquency hasToTe ? y ™ ^ ^ 

dramatized but not created by the war 1’he b'W ™ S 

covery of edLtional tpeZ 2: ° “7 tood «* ti- 
the life of children and ™,„' ' T Um ° re ade<!uaW >' migrate 

technological civilization It also chain ‘“.f”' , higtly “*““<1. 

means possible to discover tL maLdf ^-7 SchooIs “> »» every 

“ ‘he development of more effe trim ^ m< 7 dl,als “ d *» ®*t 
offenders. It is an interesting idea to oTndde,°to S aT dig * 1 e 
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adult life. 


B. Developing Better Designs for Living 
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happy people. One of the most impressive things about the Greek 
gods on Olympus was the amount of leisure they had. Another 
impressive thing was the low level of imagination on the part of the 
Greeks of how such godlike leisure could be spent. We now have new 
gods on a new Olympus — the people freed from the drive of continuous 
toil. What can these new gods do on their Olympus that is worthy of 
the purchase price of sweat, blood, and tears of men down through the 
ages? Can education help them design the patterns and give them the 
skills, knowledge, and attitudes requisite to theis construction? 

Education for Use of Resources. The variety of community- 

pi ovided services which seems destined to increase rather than 

deciease, counsels attention by the schools to opportunities in these 

fields, use of these services (cultural, recreational, health) in individual 

patterns of living, and increased alertness in ways and means of 

obtaining an accounting for funds spent by the community for the 

benefit of individuals but without the same prudential oversight pos- 
sible with individual expenditure. 


C. Preparation for Vocations 

i 

The increased complexity of our occupational life has resulted in the 
need for the training of a vast number of people for skilled occupations. 

There seems to be rather general agreement that this is a responsi- 
bility the educational system should assume. 

In itial Occupational Training arid Retraining. The experience in 
war production seemed to point to the need for a greater emphasis on 
training for initial employment. In addition, the increased com- 
plexity of the vocational picture multiplies the desirability of predict- 
ing near future employment needs. Finally, the rapidity of economic 

anges resulting m the loss of employment makes the need urgent 
for provisions for retraining. ® 

Training Government Workers. There has been a rapid increase in 
the number of workers employed in government service. The schools 
have still to respond to the responsibility for providing future govern 

“r SU ° h training “ Wi “ ~ial usefulness as great 

Training for Service Occupations. The increase in the percentage 
of the population going into service occupations places iZZ 

Iddilif 0 1 T ! Lr eUt Pattems ° f v °cational trSf E 
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D. Challenges to Educational Methodology 

The methodology of education is challenged by a clearer orientation 
of knowledge to living, by technological developments in basic forms 
of communication, and by resources available in the community as 
related to various maturity levels of students. 

Integration of Social and Physical Sciences. The increasingly 
.apparent impingement of technological advances on social arrange- 
ments counsels efforts on the part of the schools toward a closer inte- 
gration of the social and physical sciences. 

I '.«• of Technology in Increased Time. The increasing complexity 
of our civilization that has come with technological advances counsels 
an increase in the character and scope of the education designed to 
fit the oncoming generation for adult life. The character of the educa- 
tion is challenged by such technological developments as moving 
pictures, radio, television, and transportation. It has made no more 
than a beginning of responding to these developments as a means of 
bringing children and young people into closer contact with the world 
in which t hey are learning to live. Neither may the schools consider 
that the lengths of the school day, the school week, the school year, 
and the number of years of schooling provided, as determined largely 
in an earlier, simpler era, are immune to review in the light of these 

developments. 

Provision of Substitutes for the Educational Values of Work. The 
I r( .nd toward holding young men and women in school, whatever its 
justification, has a strong impetus because of the easy contribution it 
makes to the reduction of the unemployment problem. Schools must 
give careful consideration to the nature of the program that will provide 
not only information and skills but also the personal growths arising 
from taking a responsible place in the economic life of society now 
denied by the postponement, of social maturation. Schools in theii 
enthusiasm for knowledge and information should not soon forget, that 
an eighteen-year-old is not a “yout h ” when it comes to flying bombers 
or driving tanks. If young men and women are our first-line soldicis 
i„ war they deserve a somewhat more realistic treatment, in peace. 
Perhaps schools can play an important, part in repealing “youth” and 
in restoring the word itself to the poets. 

E. Adjusting for the Increase in Educational Responsibility 

The extension of the school’s functions has caused it to overlap 
functions partially performed by various public, and private agencies 
other than the school. Along with this has come the need lor adjust- 
ments in the freedom and character of the school staff and foi moic 



ADEQUACY 


53 

cooperation .between various groups in carrying forward educational 

responsibilities. 1 he first two given below have to do with the school 

staff, the next two with the public at large, and the last two with other 
public groups cincl governmental agencies. 

Increased Demands for Academic Freedom.. Our society is under- 
going profound changes in the relations of government to enterprise, 
m racial adjustments, in international adjustments, in the status of t in’ 
farm population, and in the scope of the solutions sought through 
governmental action. The education of intelligent citizens requires 
consideration of these subjects while they are still live issues Teachers 
who deal with these subjects, be they ever so tactful, are likeiv to 
arouse public opposition. Accordingly, school systems appear to be 
faced with a problem of academic freedom of increasing proportions 
_ Increased Demands for Competent Staffs. A eombinat ion of forces 
imgmg academic freedom to the fore calls also for school staffs with 
broader training and experience in social and economic problems and 
with keen vision of our potentialities as a people. 

Increasing Significance of Lay Understanding of Public Education 
The increase in urbanization accelerates the formation of groups work ' 

hoodT T f° U ? eDdS by Pressure tacti <* and decreases the likeli- 
trend toward wider service of schools to individuals broadens the Ln 

- therefore take increase! pains to If, „ tZ T 

res b 

achieved toward the objectives sought. m ' S °* mSuIts 

Increased Demand for Community Work Pattern q Tn 

plexity of social and economic life incident to d. , mg ex- 
communication and transportation development of rapid 

schools have not prepared th. ° + beS many Problems for which 

will not be abfe to the on-" P ° PUlati ° n and for ^ich they 

system is one of the agencies that k f eneiatlon - The educational 
critical abilities and to develop wavs'" of ^f • t0 hdp aduIts a ddeve 
particularly important problem i n the I » ^ togetber - This is a 
have as yet found few s^J^fo r ^ 

devices of country and Ullage ; but it is onlv 1 P ® Symblotic 

village and rural communities for ev.n ) ?. Im P 0l ' ta nt for the 

Ply of minds, such as inter- 
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Relation of Schools to Other Agencies. The shift of the school from a 
skills and knowledge-purveying institution to an institution concerned 
with all-round personal growth (partly in response to change in form 
of family life resulting from increased urbanization, increasing partici- 
pation of mothers in gainful occupations, changes in leisure forms, 
changes in the participation of children in the work ot the home result- 
ing from shifts in occupational patterns) requires closer cooperation 
with other agencies now supplementing the home, and closer work with 
parents in planning the 24-hour day and the 305-day year. 

Interplay between Schools and United States Government Agencies. 
Rapid expansion of federal government in welfare fields makes it 
incumbent on schools to work out means of cooperation, particularly 
with government placement and rehabilitation agencies. 

F. Correcting Inequalities in Educational Opportunity 

Whatever the situation may be with respect to differences in 
educational levels among states and among communities in the same 
states, there is still much to do in the way of making up for deficiencies 
of educational opportunity for minority groups in the population of 
individual communities. Notes on two such groups follow: 

Education in Underprivileged /Irens. The migration to more 
privileged areas of groups with restricted educational background, 
particularly of Negroes from the South, provides a challenge both to 
the school and community. It highlights the necessity for an ade- 
quate minimum of educational opportunity throughout the nation loi 
prudential reasons as well as for the more appealing reasons of justice 

and equality. 

Education of Immigrants. The failure of laissez-faire methods to 
result in the absorption of immigrants into the American culture 
counsels more effective attempts to provide for vocational and cultural 
education for such persons. Better use should be made of their own 

cultural assets. 

G. Improving Underpinnings and Structural Pattern of the School 
System 

The expanding function* of the educational aystoni in our social 
life have placed great strain* upon the arrangement for financing educa- 
tion and upon the *y*tem of educational control. Two of the major 

area* ut which the *train i* mo*t felt are dealt with here: 

Tax Reform. The *hift in the form* of wealth makes increasingly 

impractical the great dependence on the property tax for educational 



ADEQUACY 


5 ; 

support. Arrangements in most states must be made for shifting part 
ot the burden to other tax forms. 

. Plan ™g Educational Institutions. Advancements in transport a - 
tmn and coordinate development of interdependence over areas that do 
not correspond to political boundaries (municipal or state) make it 
imperative that, the service areas of institutions be conceived in terms 
more realistic than existing school district or political boundaries. 

CREATIVE VS. PATHOLOGICAL INTERPRETATION 

Note that many of these trends have to do with pathological 
conditions developing m our society. Perhaps there is somethin* in 
,ie veiy s u y ot census and other general statistics of trends That 
ends itself to the state of mind that seeks for what is wrong. Recently 
die writer was examining some comparative data on eight New Yori 

One of 0 T mmtie r eaCh haVmg a P°P ulati °n of approximately 100 OOo" 

parat ve data used. Suddenly the percen 1Z' 
H-oetn ly Ion, compared to other communities, took on new Me ^ 

comct for 

second group i s there “an 

nnght raise the level of what is considered no mithe T ( 

- mowing up a X h T , that ,hero « 

Will seek to emphasize the Dositiv^ , rU ' •„ fie d of education who 

education toward making life m ' ° W a PProach the problem of 

generations in modem toes have , abundant ‘ Earlier 

to the inventor of gadgets and products™ 6 ' w 0 ^ 6 . th ® abundant life 

to offsetting the bad effects of ridimr t ? ? aVC glVen our mvn time 
made ostensibly f or t0 ° far ’ ° f “-vies 

receipts, of radio programs designeefto „ but + ^ box-office 
designed to please the eye the hand o fh P ^ med]cmes > and soap 

•s.bly through education be given caS Y 1 ? ‘ f ““ mi S ht P»s- 

the achievement of freedom from mnl * t0 . bul c that would make 
devoutly to be desired raCr ^ » dement 
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SUMMARY 

Our conception of what constitutes a good citizen and a good 
personal life is strongly conditioned by the social and economic setting 
for which we are preparing boys, girls, and young people. 

Luckily there are many people who spend time in observing the 
flow of socioeconomic patterns, bringing them to the attention of the 
various social agencies for such action as they see fit to take. They are 
aided by the newspapers in bringing their findings to public attention 
since their findings appear to have high news quality. 

Among these pointers-with-pride and viewers-with-alarm are many 
who have a deep faith in education as a corrective agency. They 
appear to do a reasonably good job. Even the moderate reader, if 
he is alert to the importance of the challenges to education, can be 
reasonably alert to the demands from this quarter. 

As a core list of trends with possible implications for the interpre- 
tation of the basic purposes of education, the following seven groups are 
given : 


1. Relieving tensions in the population: improved relations between manage- 
ment arid labor, diverse rural education, rural occupational and cultural training, 
changes in the character of the home, juvenile delinquents, intercultural relations. 

2. Developing better designs for living: the more abundant life, leisure time, 

education for use; of resources. 

T Preparation for vocations: initial occupational training and retraining, 
t raining government, workers. 

4. Challenges to educational methodology: integration of social and physical 
sciences, use of technology and increased time, substitutes for work. 

. r ). Adjusting for the increase in educational responsibility: academic freedom, 
staff competence, lay understanding of public education, adult symbiosis, schools 
and other agencies, schools and United States Government agencies. 

Correcting inequalities in educational opportunity: education of Negroes, 

education of immigrants. 

7. Improving underpinnings and structural pattern of the school system: tax 
reform, planning educational institutions. 


It, iH to be hoped that we may become more skillful in seeing 
opportunities for creating a higher level of living to supplement our 
present ability to note the inefficiencies in the machinery of our way 

of lifo. 


Exercises 

1 Classify the list of trends according to the ago levels they affect. 

2 IJHiiiK census (lilts slid other sources note Mm differences that havo occurred 
in s community with which you an- fsn.ilisr in the period between the Inst two 


censuses. 
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3 - Classify the subjects treated in an issue of an available magazine dealing 
with school administration according to the issues in the list given in this chanter 
on which they have a bearing or by which they are influenced ‘ 1 

be “ ins ° p “ *'“»• '» '"»« 

5. Select three specific areas of school management and give practical ill,,, 
trations of how socioeconomic factors condition policy 

.diustedto meet these y °“ “ r " ,a ’ nil “' r 

by t?::' rfr with ,hc — * « 

geared to the need, and resource. , lleir « *•* 

a eolX^eXLTnllf *» ?* '™“ »«", 

you had charge. The student will find the referenceto°Ky^° f /“ hi ' -1 * 

given below, helpful. uerence to ivyte s Principal at Work, 

diagnosis and t^tme^o^^S^tSal theSe . issues c ?« ld ition your 

11. Classify the socioeconomic trends as to ° f 30 lndividual Pupil? 

two categories given below: d her ° they Primarily fall in the 

l Those that X ** hameSsed for good of education 
- those that place new responsibilities upon education 

enter a lisfof sodo^conomfc be ®“ SUggested ’ you may well 

that will stand the twin tests: discovered from thoughtful observation 

I'. £X h l e t r«Ln tJSf'T “ coll ditioners? 

terms of lasting importance? ^ f “ ct0IB? D » Ul '-J have validity 


Ul 


tipztrsz I 6 ™ Syi r- m r Me * «%- 

you have for applications you wish to make L von any suggestions 

ords If they have a real significance in your n 'X* 1 the °PP°rtunity 
appropriate entry. ln your Professional “credo” make an 

Selected Readings 

ARNES, Harry E., and Oreen M R uedi . Thj> A . Trr 
fi Prentice- Hall, Inc., i 942 DI ' The demean Way of Life, New York : 
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EMERGING DESIGN OF PUBLIC EDUCATION 

AS RELATED TO PURPOSES 

w w ti,at * 

how they are to be attained -th.t * 1 hout 80,110 conception oi 

•t“ he best device ° f " iich 

f a f : r T'| h 

“ ms d0 “ frI ~ oi J£S£S: : 

b~ r sing,e ^ «**.' 

other men have thought before him Ho fi JJ 51 ^ 4 ® 8 la thmkin S further what 
trail with patterns of thought which L “ i,,hcrita f - 

*ch have arisen out o7t£ ^ 

factors that have^chamjed th ' P ” are a s ampiing of a wide ra no. 0l - 
*» ,r ““ tta ‘ Aoierwan Z.°! 

on how to teach a given subject such as ^ 7 ' ° f empiricaI findings 
tic, and how to administer a given f T ^ 8peUin «' and ^ithmt 
°f the budget or the supervision of a school 0 * ^ ^ formulat ion 

Piecemeal changes in the more alert sc h ’ ] m a gre at mass of 

decade of the thirties was the era of Jtt°° S "1 early as 192 °- The 
tional leaders began to fit these discove^' and more educa ' 

6nd a ^ P a «™ that .orntZ^t^ ‘T* *• 

1 Mannheiji, Karl I deni n J rr e ’ Tist as this volume 

md Company, 193 e. ’ W “ Vtopia > P- «v, New York: Harcourt Brace 
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seeks to find the common sense of administrative practices. By 1940 
a good number of schools had emerged that gave a sum total effect 
of "unity quite different from the school still generally characteristic 
of most of those that had sought to adapt and yet had many of the 
characteristics of the parlor whatnot of the \ ictorian era. 

T hi s best current school is still so far ahead of general practice 
that it seems useful to portray here what appears to be its general 

integrating characteristics and a somewhat detailed description of its 

mil j„r features. In giving this treatment it is hoped that it will be 
taken for what it is meant, a description of schools still all too rare and 

probably still in the chrysalis stage of evolution. 

The' materials treated in this chapter have been garnered from a 
multitude of school practices by using as a selective instrument the 
purposes stated in Chap. II and the conditioning factors stated m 
Chaps. Ill and IV. They therefore give a picture of purpose m 
operation” no sounder than (1) the scope of observation; (2) the 
soundness of the principles of psychology used; or (3) the interpretation 

of socioeconomic trends identified. . . .. , . 

Viewed from this angle, purpose for practical use is challenged by 

every important, discovery in the psychology of learning, by every 
„e W ‘ insight or development in the realm of pertinent socioeconomic 

trends, and by every invention in the realm of method. 

emerging practices in elementary and high schools 

Much of the writing in recent, years has dealt with the extension of 
the schools downward to the nursery school and upward to junim c 
lege and adult education. While various national bodies have bee 
concerned with these problems of early childhood and youth, mu 
has been going on within the normal scope of the elementary and lug 
.1 t vears and the great mass of these developments has hat 

hit 0 scant treatment by commissions and periodicals. Outstanding 
’ .' s ■ .tudy of the Progressive Education Assoc.a- 

z 1 " u * •. 

, D K f nrlies that, were mado in the first instance as attempts 
"TIT , , " , ?! Z tILel. at different expenditure level, did 

ciitioriH, Teachers Co liege, Columbia University, 
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trends are apparent. It becomes quite clear that there has emerged a 
more searching, a deeper type of education; that the concept of educa- 
tion has been going through a rather remarkable transformation in the 
hands of brilliant teachers who have both an understanding of the psy- 
chology of learning as it has evolved in the past three or four decades 
and an understanding of the trends in the socioeconomic scene. 

The early studies of returns for money spent which began to emerge 
m the early thirties showed that schools that could afford it were 
giving much more attention to the individual as a growing, evolving 
organism The instruments used reflected a decrease in overageness 
a lowered use of non-promotion, a greater use of diagnostic tests a 
better provision for health guidance and clinical services, a wider 
variety of materials and equipment. 1 The later studies showed a mo-e 
extensive use of lifelike teaching situations, a broadening of the work 
o the teacher to include attention centered on the slowly develop 
chaiactenstics of human beings such as intelligence, patterns and 
1 \° lving Wlth famil y, work, community and larger <>touos 
ato'in theTo and health - 2 They showed broadening 

such f the XhiH 7 18 1 an eXClUSiVe ’ ^tional pattern 

along" with the ori^“ ^-lopment 

socioeconomic world of which he is a nart i u P . lyblca ancl 
had learned how to teach more skills useful ^ C ^ ools ^ t a PP eai ' ed> 

to the individual as an unfolding ch^sSTresZd 7 

years into an habituallv + ed t0 . b &u icled through the 

personality, citizenship, and health tr^te 80 ” ^ pIeasing character > 

conn^atioMtoSe^c/d 1 ^ *7 eduCation of P°™*- It has 
the high school and prior to the element ** Pr ° Vided beyond 

as its end object the ancient n~ ' 7 Essentia1 ^ it has 

have learned to do to achieve them. * ^ ^ m& 01 What Capable People 
There is considerable evidence that Am 

^ t0 ^ ^ P - d * — TS 

tZu V T GoCerntf Schofllu^ "o ' * *** ° f NeW 

^ 112 > Benton, 1933. .Also The Fin™ ■ T , S urve y Commission pn 

f " en “ B °* rd ’ Aib “>-- 
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that characterized the twenties appears to be over. It has served a 
good purpose. Among other things, it awakened us from dependence 
on ancient rituals copied largely from European practice. In its 
place has come a businesslike approach to providing education in the 
light of the best knowledge and insight. Without committing our- 
selves to a ‘‘philosophy” or an “ism” we can accept tentatively and 
test those variations in educational processes that promise to further 
purposes quite universally accepted. Our creed can be. Do the best 
that can be done in the light of present understanding , We need not 
accept or reject any particular practice as a symbol ol an emodonalized 
movement. In such an atmosphere polarized terms like progressive, 
conservative, organismist, atomist have no place. Orientation must 
come from our purposes and what promises to lullill them, in terms ot 
the whole range of experience. 

Examples of Emerging Patterns 

The most thorough treatment, of these emerging practices into a 
well-rounded whole is given in a book reporting an extensive study of 
practices in 60 relatively favored school systems carried on during the 
school year 1913-1 L 1 Two hundred and fifty picked staff members 
went about seeking out practices as challenging as or more so than 
anything that had been reported in What Education Our Money Buys. 
They followed various leads into the schools and described the practices 
from actual experience. In all, approximately 6,000 practices were 
described. Small groups working with Dr. William S. Vincent then 
sought to classify these practices with the result that there emerged 
the 101 patterns of practice described and illustrated in the report. 
These practices are, of course, not all new nor of proven worth. 
Relatively few have been subjected to what might be considered 
scientific testing. They are, however, in the process of being refined 
and tested where most of our life practices are tested, in the crucible of 
experience. They seem good things to do. They appear to have 
validity when judged by known psychology of learning and known 
socioeconomic trends. They are the growing edge of the root system 
of American schools. These things can be done by schools tor public 
schools are now doing them. They represent a drawing of strength 
from subsoils that American education of the past rarely reached. 

They provide a 11 design for purpose.” 

Something of their scope and emphasis can bo had by reading the 

1 Metropolitan Hchool Btudy Council, What Schools Can Do, Now York, 

distributed by the Bureau of Publications, Teachers College, Columbia Univer- 
sity. 1944. 
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short titles of the 101 patterns, grouped under 12 descriptive heading- 

or "windows.” They are reproduced as Appendix A. The first nine 

windows throw light on the educational processes themselves- the hei 

three on administrative aspects of the school. Something of ’the tone 

of the emerging school can be illustrated by the seven patterns repro- 
duced as tables 1 to 7, inclusive. 

Table 1 gives Pattern 8 from Window I, Basic Skills. It shows t he 

expansion of the range of the three R's. Other patterns in this window 

show the continued interest on what have heretofore been thought of as 

elementary-school skills. These are not just skills to be taught ami 

01 gotten; they are the tools of learning throughout life , the tools of com- 
munication, the tools of intelligence. 

Table 2 gives Pattern 5 from Window II, Basic Knowledge It 
shows the emphasis on making the knowledge learned a working part 

future an niSm ’ avaiIable for mtelligent use now and in the 

Me8. give. Pattern 3 from Window III, Teaching Pupils to 
ink It is one of the eight patterns reflecting how schools can work 
t irectly on the problem of increasing effective intelligence 

play as observers and guides of the i P \ ettei teachers 
make up human personality The ‘ f maturm g elements that 

viduals is illustrated also in certain of ft 7/ patterns 111 mdi- 
Window III, Teaching Pupils to Think e pat ) terns appe ^>' ing in 
Pupils' Abilities, Window VI He^th Saf T ^ ’ ExpIorin S 
Competence, Window VIII, The World 

Civic Competence. The important nn - t i °! k ’ and ^ mdow IX, 
growth but rather the fact that sch mt ^ “ not the conce Pt of 

«• They are taking ft t t “ata T b TT 'T *° *** "*>> 
twnal setting. They are injecting the o- ^ depeadence on educa- 

gu^e of growth) into Comenius’ garden" ^heTd * ^ 

new and lnghly promising arts of carrying it 18 n0t Ile ' Vf but 

attainable and therefore more powerful T l ^ made more 
ihe purpose. A sign of it is the clmn f ° 6 f eCt tley have cha »gcd 

school to the quiet gardenlike t ^ ^ the nerVOUS h ^T of the 

rf school. q ’ gardeullke te mpo of growth of the new type 
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Table 1. — Speech Techniques: Pattern 8 of Window I* 

(Teaching the Basic Skills) 

opportunities to use the natural tendencies of children for talking 
in order to develop them into proper patterns of speech, and diag- 
nosing and correcting speech difficulties 
The “three R’s” have become greatly broadened in the modern school to 
include many other basic skills. Speech has finally taken its proper place as a 
skill to be taught and developed quite as important as reading, writing, or arith- 
metic. This may be accomplished in speech classes which capitalize the desire 
of pupils to talk. It may be accomplished in diagnostic classes set up to correct 
faults. Such classes are usually under the supervision of speech specialists, but 
in the better schools speech is a skill utilized in every situation, from the develop- 
ment of proper English usage in the English classes and in classes in public speak- 
ing to the great reliance made by all teachers on dramatization. Choral speaking 
in a device for developing proper speech habits, which has almost achieved the 
status of a creative art. 

The socialized recitation is a technique utilized to create easy, uninhibited 
expression. Similar objectives attend the recent use of panels, debates, town 
meetings, and forum-type discussions. More informally, many schools are stress- 
ing the art of conversation since the majority of students will communicate their 
ideas orally rather than in written form. 

Illustrations 

For the radio workshop most of the A recording is made of each child's 

equipment has been provided by the voice at the beginning of the term, 

board of education ; the rest by the Records are played back and children 

student congress. In addition to the discuss wherein improvements could 

preparation and delivery of radio be made. Much work is then done on 

scripts by students of above average pronunciation, enunciation, and voice 

capability and interest, teachers have control. (5) 

used this equipment for speech train- jr or vocal gymnastics young children 

ing in most ingenious ways, and their are taught to listen, recognize, and 

success in full auditorium presentations imitate sounds associated with farm, 

has been astonishing. (1) street, house, toys, animals, etc. (6) 

Poor enunciation and the inability Children make lantern-slide pictures 

to stand before the class and talk from their reading material and pre- 

corn fortably brought about a club pttro talks about their slides. (7) 

called the Speak Easy Club. (2) Quo teacher used the procedure rocom- 

Tho third grade has a period called mended by Mabel Vinson Cage in 

“Information, Please," which lasts Oral Language Practices. In this 

about ten minutes each morning. Tho method students work in pairs and 

children tell any news items or rolato recite orally to their partners 10 or 

any special events they have heard of 12 sentences involving the usage under 

or taken part in. (3) discussion for the particular lesson. 

Lip-reading lessons are baaed on tho This five-minute oral drill on an oral 

Nitchio Method, as taught by Kstolio English skill proved useful m tho 

Somuclson of the New York Lcaguo for classes in which it was employed oon- 

the Hard of Hearing, (4) sistently for a full semoster. (8) 


• Roproduood from What School t Can Do. 
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In formal oral English, the speaker is 
checked by a special pupil committee 
on content and another on speech. A 
child is not stopped and corrected 
every time an error is made, nor is it 
pointed out that John said this, or 
Mary said that. Rather, all mistakes 
are hsted and brought to the attention 

of the group by the proper committee a t 
the end of the class. (9) 

It is very important that the teacher 
make every effort to check her groups 
for speech defects at the very beginning 
of school. This is done informally 
through conversation and consists of 
saying nursery rhymes and poems, tell- 
ing “sentence stories” about riding on 
the bus or about what is done at home 
to help mother. The very shy ones are 
asked ‘Who was your partner when 
you came from the playground?” or 
What did you see on your way to 
school?” Any event of interest is 
utilized to make conservation, and the 
ear of the teacher is constantly tuned 
to such conversation. (10) 

The oral reading course is designed as 
an advanced course for those interested 
m oral interpretation of prose and 
poetry. Skills and methods of inter- 
pretation of various types of literature , 
are studied and practiced. An in- 
creased appreciation of great literature J 
and of the human voice as a means of 
expression are the results. ( 11 ) l 

The first grade and kindergarten have t 
requent informal get-togethers. They c 
call it “Good Times We Share.” i, 
Ihese meetings tend to encourage t; 


is better speech, to build up a rich bar ] 
e ground for reading and an appreciate 

^ of good literature. (12) 

1 A special teacher gives instructio 

1 in speech, dramatics, public .speakiiif 

and remedial reading. The dramatic 

S class , a fairly small group, showed a i 

' improvement in speech enunciation 

‘ voice production, interpretation, etc 

The pupils were given a typed copy of : 

short dramatic scene and each one ii 

turn tried to enact all the parts. Ver\ 

creditable models of stage sets and 

prompt books were on display. A 

large number of the students belong to 

dramatic groups which meet after 

school. Great interest is also taken in 

public speaking, a subject which 

grows more and more an essential 
one. (13) 

A persuasive speaking course is de- 
signed to give students interested 
m public speaking a working knowledge 
of speech construction and delivery 
and an understanding of the forms of 
group discussion. This course, which is 
taught the second semester, completes 

the full unit of work for the second year 
of speech. ( 14 ) 

The speech fundamentals course is de- 
signed to introduce students to various 
phases of speech work and to develop 
fundamental skills of speaking. The 
physiological structure of the speech 
apparatus is studied as a background 
but the main portion of the work is 
earned on by practice in public speak- 
ing, group discussion, oral interpre- 
tation, and dramatics. ( 15 ) 


two’ patterns 8 c h o .^n & from ' " Wi n d o '“x V jj * ^ gained from 

Pattern 4 from Window X, Regard for th^T ^ v, Tabl<? 6 gi ves 
such schools administration m, , i >' “dividual. Clearly in 

Pattern 6 from Window XII The Co" f Table 7 
beginnings made in the marshilin- of P ° Slte Staff - :t shows the 

i r d up and * ; " p « 
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Table 2. — The School as a Living Community: Pattern 5 of Window II* 

(Teaching the Basie Fields of Knowledge) 

DEVELOPING MANY REAL, PRODUCTIVE WORK EXPERIENCES IN A LIFELIKE SETTING 
WHICH PRESENT REAL PROBLEMS AND SITUATIONS THAT FACILITATE, MOTIVATE, 

AND INTENSIFY THE PROCESSES OF LEARNING 

One of the major principles of psychology holds that learning is more efficient 
and longer lasting when the conditions under which it is learned are real and life- 
like. Schools furnish two kinds of lifelike situations: 

Those that approximate real-life situations but are intrinsically teaching 
devices. The science laboratory, the vocational shop, and unit and project activi- 
ties in elementary-school classes are all devices of this sort. These practices are 

presented under Pattern 6. 

Those that are real-life situations which are ends in themselves. These are 
activities of the productive type rather than the laboratory type. These are 
activities more truly characterized as work rather than as play. Productive 
activities that arise naturally in the school environment simply because the school 
is a community of people living together are important utilizers of knowledge. 
They present the pupil with the principle of knowledge in use, and wherever 
knowledge can be presented as part of a useful productive activity its learning is 

more efficient . 

Current salvage campaigns in schools, the sale of war bonds and stamps, 
making afgl.ai.s for the Red Cross, safety patrols, benefit entertainments and 
dances, planning and presenting luncheons and parties, are all examples of pro- 
ductive adivities. Active provision for truly productive activities in schools 
should go far beyond these beginnings. Through such activities the school 
heroines more like the “school of experience” which is the world’s best teacher. 


Illustrations 


One class used manual arts and homo- 
making courses as a means of helping 
to beautify the Knglish classroom. It, 
needed additional bookcases for reading 
books. Two bookcases were built in 
U,e manual training period by boys of 
the class. At the same time the girls 
concent rated on making curtains for the 
classroom windows. (1) 


A fifth grade started a small cooperative 
company to provide money to buy 
pencils and pads to sell to the school. 
A real share of stock was brought into 
the. class to look at and examine. ^ The 
class designed and made shares. I hey 
H old 44 shares at 25 cents a share. 
Letters were written ordering the sup- 
plies that the class thought would 

sell best. (2) 


Cafeteria activities 
mathematics class 
♦ Hriirwlmwl from 


carried on by one 
include wrapping, 

What tkhont* Can l>n 


counting, and depositing each week tile 
money taken in at the cafeteria, paying 
the cash grocery bills, operating the 
cash register in the cafeteria, keeping 
the cafeteria account and balancing it 
each month, taking the monthly inven- 
tory of the cafeteria supply closet, and 
making out the monthly statement for 

the cafeteria. (3) 

One home-management class, after 
observing the room to bo used for 
guidance conferences, planned color 
schemes, draperies, rugs, and acces- 
sories which would make it more attrac- 
tive. Since this is a very dark room 
the Mexican theme was introduced in 
draperies and accessories. First they 
cleaned walls, paint, and windows. 

Then they waxed furniture and re- 
arranged it for better light and appear- 

anco. (4) 
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In a junior-high-school building pupil 
helpers include library assistants and 
pupils at the courtesy desk in the office 
each period. (5) 

Art classes have compiled a list of 
ex-graduates now in the armed sendee 
with their addresses. They made 
Christmas greeting cards for them. 
Christmas letters were written in the 
English class. (6) 

Science classes raised victory gardens. 
The planning started in February. 
Plowing and planting followed instruc- 
tion in these important functions. 
Group leaders were appointed. Two 
hundred gardens were grown by stu- 
dents of the junior high school. (7) 

Model airplanes for the United States 
Navy program were made by shop 
pupils. Games and other equipment 
are prepared for Army and Navy hospi- 
tals and camps as a Red Cross project 
( 8 ) 

There is one school where the prin- 
cipal cannot be on duty all day so 
the children take turns as office help, 
there is no one older than a fifth 
grader yet they efficiently receive 
phone calls, greet visitors, accept war 
stamp receipts, and use the safe. 
Largely because of the limited time of 
the principal, the children in this same 
school planned nearly all their clubs as 
service clubs. One is the “Schools and 
Grounds Club/' and membership in this 
really entails work as janitor sendee is 
also curtailed due to war conditions. 


There is a “War Activities Club” with 
all the attendant responsibilities of 
scrap drives, stamp sales, Junior Red 
Cross work, and patriotic drives of all 
sorts. (9) 

The decision was made to assemble 
and save the costumes made by the 
children for their assembly programs. 
A dead end of a hall was partitioned 
off by the school janitor. Shelves for 
one side of the improvised room were 
made by the sixth-grade boys in the 
school shop. Another sixth-grade class 
earned money to purchase mothproof 
closets to line the opposite wall of the 
room. The materials then on hand 
were sorted, boxed, and labeled by the 
pupils of still another sixth-grade class. 
Each class of the school preparing a 
dramatization sends a committee to the 
costume room with the classroom 
teacher to examine the material avail- 
able and to select what they wish to use. 
Often a class adds to the collection by 
making new costumes. The costumes 
are kept in good condition by the 
children who use them. The children 
usually press or launder the items at 
school. When the class is finished 
with the costumes a committee returns 
them to the costume room and assists 

m putting the items in the proper 
places. (10) 

Sewing classes including boys as well 
as girls make articles for the Amer- 
ican Red Cross. ( 11 ) 


EMERGING DESIGN AND APPRAISAL 

schoo, a J ,heCTp“ ^ ^ alunTtT ^ ~ g 

“8 a given school 1 pro^Zln terToP * ^ “ of di- 
staff, and, for that matter nimils anH purposes - Administrators, 
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Table 3. — Active Investigation: Pattern 3 of Window III* 

(Teaching Pupils to Think) 

HAVING PUPILS STUDY PROBLEMS IN MANY AREAS THROUGH ACTIVE PROCESSES OF 

INVESTIGATION 

A question asked or a problem identified is followed in the complete act of 
thought by: taking pertinent facts into account; searching for evidence bearing 

upon the problem to guide the solver to a decision. 

Because pupils must learn to think with real evidence (not with verbalisms), 
the search for evidence must be concrete and active and must deal with the specific 
apparatus, equipment, tools, and procedures which pertain to the nature of the 
problem, e.g.: seeing the operation of scientific principles; observing the formation 
of opinion; dealing with primary source books; interviewing persons responsible 

for decisions; trying out the usefulness of formulas. 

If the problem lias grown out of a situation faced by the pupils (ideally, it it 

has been suggested by the pupils), the activity of investigating it will have purposes 
highly important for the pupils. The pupils will accept the teachers’ purposes for 
their Own and proceed to do a better job because they fully understand what they 
are about to do and why they are to do it. There will be, that is. great curiosity 
already existing. Consequently, though there is necessarily n great amount ot 
freedom allowed the pupil in seeking for the evidences bearing upon the problem, 
the strong purpose involved should prevent floundering. 


Illustrations 


Cooking wan piirt of a find-grade unit, 
on “ NVigbborbuod Stores.” First, t-lio 
,.|,j|,]rcM found the recipe and read it. 
to nee w I nit. ingredients were needed. 
They found out. how much money was 
needed — if rationed food, how many 
points. This involved the use of 
money. At. the self-service grocery, 
the children had to look for the cereal 
shelf and then find the hox of Farina. 
They learned to follow directions by 
readmit the recipe and doing exactly 
us it. said. They also learned to use a 
flock and count, minutes when the 
recipe gave a specified amount, of time, 
as in baking the cookies. (1) 

Frequent walks nave one find-grade 
class opportunities to see many things 
in their different, stages of development, 
anil also helped them to make more 

and better observations. Hpenmens 

in their room furnished them with 
splendid opportunities for comparisons 
and further study, birds’ nests gave 
them a fine chance to study that which 
was nearly always too far away. And 

. IteDroduMKl from What School. Can Do. 


so their curiosity about and interest- in 
nest structure and composition has a. 
less aggressive nature'. Many plants 
gave splendid examples of seed dis- 
tribution. (2) 

The social studies department has sur- 
veyed their community on occasions to 
measure, the thinking of its people on 
certain questions. (3) 

A large thermometer was drawn on 
wrapping paper, showing mercury, 
figures, and also words. Beside it 
was a chart for each day of the week. 
The second-grade children recorded 
temperature readings. (4) 

A chart, was marked off in inches and 
made available to second-grade, children 
so they could measure each other. (* r >) 

Children became accustomed to animals 
in the classroom and to their hearing 
of young. This provided for frank dis- 
cussion of babies. They got the 
mother rabbit before her babies were 
born. They learned that "some babies 

grow in mothers." (0) 
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In the general science class much of 
the work is organized around the 
problems of the students. Every after- 
noon students may be found in the 
laboratory trying out some of their 
ideas. They are given pretty much of a 
free hand provided that the experi- 
ments they suggest are not dangerous. 
It is the feeling of the teacher that 
pupils for their own satisfaction need 
to try many experiments that would 
seem obvious. Students bring their 
findings to the class where they are 
examined by the somewhat critical 
eyes of the other students. (7) 

This year one teacher made a special 
effort to make the teaching of the 
Pythagorean theory as concrete as pos- 
sible. Countless problems were worked 
according to scale on squared paper. 
The sides were carefully measured and 
the data for each problem was recorded. 
One obvious conclusion was noted. 
The hypotenuse was smaller than the 
sum of the two smaller legs but always 
larger than the longer leg. This obser- 
vation may seem simple, but it took a 
long time to get that idea across. But 
as one child observed, “It put a ceiling 
on the length of the hypotenuse and 
ruled out impossible answers.” Fol- 
lowing this they applied their knowledge 
of square root and showed that the 
formula could be used to solve their 
problems and that the formula method 
was a little more accurate and slightly 
more reliable. (8) 

The Film Critics' Club gives movie- 
going an intellectual value. 


the movie habit into something better 
than just a way to kill time. Help- 
ful materials are very plentiful. Dis- 
cussion guides, advance notes # from 
Hollywood, and numerous bulletins are 
available. With the aid of such mate- 
rials, young movie-goers learn to recog- 
nize and evaluate the many techniques 
and problems met in production. 
Discussion meetings, collection of scrap- 
book and file materials, and preview 
trips to see new films are some of the 
activities for the film critics. (9) 

The ninth grade wrote a pre-election 
letter to the local newspaper, both 
asking for and giving information 
about the candidates and the offices 
to which they wished to be elected. 
Problems producing thinking situa- 
tions were: (1) finding out what offices 
were to be filled and the duties attached 
to them; (2) finding out how many 
people knew what they were voting 
for; (3) planning an inquiring reporter 
campaign; (4) planning the questions 
to be asked each person accosted. (10) 

A second-grade child raised this ques- 
tion, “What happened to the water on 
mother's potatoes when they burned?” 
The children thought about the prob- 
lem and wondered what caused it to 
disappear. One member of the class 
suggested an experiment, “Let's try 
boiling some water and see what hap- 
pens to it.” The class all went to the 
cafeteria. Some water was put in a pan 
and boiled. As the water boiled off in 
steam, the children could see for them- 
selves what had happened. (11) 


that have bee “ developed in connection with these studies 
In »e ectmg one or more for use, it is well to hold in mind that 12 

Ofthe evolution taking place in the American school 

‘he Practices reported 


BVBtei 


document as What Schools Can Do 1 will 
except for the pioneering schools. 


* What School » Can Do, op. cit. 
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PRINCIPLES OF SCHOOL ADMINISTRATION 


Tabu’. L — Artistic and Creative Ability : Pattern 5 of "Window IV 
(Exploration of the Abilities of Pupils through Discovery and Measurement of 

Interests and Needs) 

PROVIDING OPPORTUNITIES FOR WIDE EXPLORATION OF INDIVIDUAL TALENT AND 

FOR MUCH INDIVIDUAL AND GROUP EXPRESSION AT EVERY TALENT LEVEL 

IN MANY CREATIVE FIELDS 

Great hope for general American cultural and creative renascence inheres 
in the success which better public schools have had in drawing out of pupils the 
very finest of imaginative and creative expression in the arts — especially if tech- 
niques for doing this become general in all schools. Periods of intense musical, 
artistic, literary, or architectural production in the world’s history have shown, 
first, provision for the highest development of the talents of the outstanding 
creative geniuses of the period; second, provision for enormous creative produc- 
tivity of the “lesser lights” of the period furnishing a sort of challenge for the 
geniuses to surpass; and third, for every creator, literally hundreds of thousands 
of others who understood, appreciated, supported, and “consumed” the produc- 
tions of the masters in the artistic medium of the period. 

This threefold design is general for any form of human expression during any 
period of its highest development — as now in the fields of science and technology. 
Just as the greatest contribution toward the interpretation of reality which the 
Middle Ages has left us lies in their architecture, and that which the Greeks have 
left us lies in their sculpture, philosophy, and drama, and that which the Renais- 
sance has left us lies in part in painting, so too the greatest contribution of our 
present age toward an understanding of what the world is really like lies in the field 
of science. We have our scientific geniuses and inventors; we have also those lesser 
technologists who adapt the productions of the great; and third, we have a vast 
multitude who understand, appreciate, support, and consume the productions of 
those masters of science. 

Though our great contribution up to now has been in science with its bene- 
fits and its evils— there is reason to hope that our age may recapture the facility 
for important creative production in the fine arts. No one who has seen in some 
of our better schools the tremendous exploitation of such fields as music, dancing, 
dramatics and speaking, creative writing and poetry, painting, sculpture, and 
construction could fail to be impressed by this possibility. Largely the condi- 
tioners of such activities are variety of media for expression, individualization of 
opportunity, sympathetic teaching, stimulating atmosphere, and program flexi- 
bility to permit sufficient amounts of time for concentration in creative areas. 
One of the most important considerations in developing the threefold design 
mentioned above is the provision of abundant and varied opportunities for expres- 
sion, performance, and exhibition, not only for the most talented, but for all. 


Illustrations 


Wide opportunity is given ninth- 
grade pupils to experiment with color. 
Out of the three colors, red, yellow, 
<i nd blue, children produced, empiri- 
cally, up to 20 new colors in combi- 
nation. Comparison was made with 
music in which basic tones are used to 


* Uonroduced from What Schools Can Do. 


produce chords. Formation of unusual 
shapes in these colors was encouraged. 
The next step was an attempt to 
express moods in colors: sadness, happi- 
ness, anger, a storm, fire, war. (1) 

Children especially talented in art are 
given a special opportunity to develop 
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such talent in special classes held during 
the activity period. Because these 
groups are small, instruction is almost 
entirely individual and there is com- 
plete freedom in choice of subject. 
The wide range of mediums used include 
oil paint, water color, linoleum, clav, 
wood, and many simpler mediums. (2) 
One teacher stresses the therapeutic 
■value of clay. Emotional therapy 
through art is a practice closely related 
to the present pattern and its possi- 
bilities are recognized by most good 
art teachers. (3) 

Masks were first mentioned by fourth- 
grade children following a visit to the 
Museum of Natural History in New 
\ ork. Much interest was shown in 
the masks used by the Indians in their 
dances. The children decided they 
would like to make Indian masks illus- 
trating storybook characters, and many 
chose their inspiration from funny 
paper characters such as Dagwood, 
Blondie, and Mickey Mouse. (4) 

Instrumental instruction includes pedal 
tympani, oboe, bassoon, chimes, ma- 
rimba, vibra harp, as well as the more 

usual instruments. Development of 

talent for the more difficult instruments 

is started early in the elementary 

schools of this system through the 

use of melody flutes, tonettes, and 

other pre-band instruments as explor- 
atory devices. (5) 

In one senior high school there are four 
sophomore glee clubs, three junior 
g ee clubs, and one advanced glee club, 
plus one chorus period per week for 


every pupil not otherwise engaged in 

formal music work. Four-part singing 

in assemblies provides additional mil- 
let. (6) 

Elementary school has a 35-piece band 
with good instrumentation including 
flutes, clarinets, saxophones, cornets, 
baritone, trombones, altos, tuba, and 
drums. There are also numerous small 
instrumental groups. (7) 

A robed boys choir is a picked group 
from grades four, five and six of one 
school. All of the accompanists for 
the glee club, boys’ choir, and orchestra 
are piano students. (S) 

For girls with exceptional voices who 
can read music at sight and show un- 
usual love of music a choir of 24 is 
featured in many school programs and 
sings in churches and for other com- 
munity functions. (9) 

Children of one kindergarten enjoy 
experimenting with instruments. A 
xylophone and a set of chimes are used 
for this purpose by one teacher. 
Though the piano is a complex instru- 
ment, this teacher uses it to allow chil- 
dren to originate simple tunes. (10) 

A French class wanted to give an 
assembly program but there was always 
the problem of how to hold the interest 
of an audience almost totally ignorant 
of the language. The familiar tale of 
Snow White” was selected. The 
class wrote its own French version in 
five scenes. One girl sang the class’s 
French lyrics to the original songs. 


however, no practice™ as Lclud^ of School Systems, ' 

forty school systems SDendino- tv, und m at least one of 

States in 1935 Tis Tade L j ' eVel th « United 

pioneering stage. Yet it was fn ? r ? Ve !^ practlces weJJ past the 

thirties that the practices listed in “were o/thfavera.e *33 !'* 

University, 1937. Pubh “ t ‘°'«. Teachers College, Columbia 
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Table 5. — Desirable Behavior in Practical Situations: Pattern 2 of 

Window V* 

(Developing Character and Personality Adjustment) 

GIVING PUPILS REAL PRACTICE IN MEETING THE DEMANDS OF LIFE AND IN RESPOND- 
ING WITH DESIR.AB LE PATTERNS OF BEHAVIOR UNDER CAPABLE GUIDANCE 

IN LIFELIKE SITUATIONS IN SCHOOL AND COMMUNITY 

The development of character epitomizes the very essence of the principle of 
growth. Its careful nurture is long and painstaking. Desirable patterns of 
behavior in a growing child can only emerge as a result of the child’s experience in 
an environment which requires him to use them over and over again many different 
times year after year. We can see the effect of different kinds of environment 
in operation every time we compare the differences in character of two pupils from 
different types of homes — where living is real. 

In school the reality of situations that develop character need not be forced. 
Wherever a group of people live together as in a community or a school, common 
needs are generated by the very fact of living together. When pupils of a fourth- 
grade class work together to put on a luncheon, or when pupils of a ninth-grade 
mathematics class keep the books for the school cafeteria or plan to take a trip 
to the power plant, they are engaged in activities whose purposes are closely 
identified by pupils with their own. These real activities generated by 
own interests furnish the setting for the development of many desirable patterns 



of behavior. 

Or there may be activities that are more playlike — situations deliberately 
created or set up by teachers as imitations of adult patterns of behavior through 
which pupils may experience the kinds of responses which may be expected of them 
when they grow up. Typical of these arc the Student. Court or an imaginary trip 
across the country in which exists much of the social experience inherent in the 
real thing. 

Pattern 1 deals with the imitation of good character through precept; Pattern 
2 deals with the development of good character through living. The principal 
emphasis of Pattern 2 is upon the provision of opportunities for pupils to practice 
desirable traits of behavior. 


1 1 lustrations 


Students have participated in many 
rationing activities, serving as ushers, 
clorks, alpliabotizcrs, and in many 
other ways. Through these activities 
they have gained the feeling of being 
pari, of the war effort. It has given 
them considerable experience in dealing 
with all kinds of people under some- 
what difficult conditions. (1) 

A Mower Committee of six girls ar- 
ranges flowers in vases and distributes 
them to the ninth-grade home-room 
teachers and to those faculty members 
who have no home rooms. (2) 

Little Theater groups work during 

* Kfli»rocluo<vl from What fichonl* Can Do. 


their English periods in their laboratory 
preparing plays for class presentation. 
The laboratory is nothing more than 
the wide corridor adjacent to the 
English room known as the Little 
Theater, a room with a stage, curtain, 
and other fixings dear to youngsters 
of junior-high age. Thirty or thirty- 
five pupils working in groups of live, 
six, or more prepare their productions 
under the direction of student, chair- 
men. Each person is free to interpret 
hiH part in any manner the group con- 
siders sincere and in character. Wo 
strive definitely to dovolop tact by 
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discussing with the group as a whole 
the importance of selling one’s idea 
to the group, the constructive, tactful 
way to criticize and change what needs 
to be changed. ( 3 ) 

The Courtesy Committee functions 
each period throughout the day. This 
committee is composed of boys and 
girls from the study groups who are 

representative yet selected because of 
their gentility, natural attractiveness 
and dependability. They greet stran- 
gers who come into the building and 
direct them to the office. They assist 
in seating visitors who attend the school 
assembly. They are on the alert for 
aimless wanderers in the corridors. I n 
fact, they perform many small duties 
After the committee has been organized 
and a capable chairman selected it 
needs almost no teacher supervision. 
The chairman makes the rounds daily 
to check the attendance of those on 
duty for the day and carries a list of 
alternates All complaints are regis- 
tered with the chairman who in turn 
reports to the faculty sponsor. Chair- 
manship of this committee auto- , 

the sT / makes one a member of < 
the Student-teacher Council. Thus all < 

c»»m,, teec ta ir mmh>ved . reetconi ^ - 

hi, ir ■srsrr.* 0 ? i 

for « ch00l P I,™ b 

At the beginning of each week a g r0U p (( 

11 " 'Z ” ■ ' h0S “ »<*°* 1*1 F 

include the various jobs necessary to ec 
care°°of S 0f LK Urr00m - ^^i^U.de 63 

books blackboai A Plants, library ? 

sunnHe 7 ° f 6rrands ’ care °f gvm st 
in morn- C ° i 0f gr0ups t0 lavatory 7 

m ° rnmg and afternoon, a house- 


>le keeper for the desks, a host or host,., 

ea for the reception of visitors, and a go,, 

ul eral chairman to conduct the class in f 

Js absence of the teacher. Each leadm 

is responsible for his chosen job for .1 

is week. At the end of that ‘ time 

is chooses a classmate for the same task 

d In this way not only leadership is 

e developed, but the ability to follow the 

f suggestions of one’s own age-group 
, leader as well. (5) 

1 lhc grouth sport manship and char- 
acter through playing competitive 
- games with other classes has been very 
interesting to watch. This second 
grade was learning softball. After 
playing alone for several weeks to learn 
the rules and get some ability, they 
ashed the third grade to play them, 
he teacher had prepared them to take 

a beat,, ’f’ y hiph they did — and took 
very well. The spirit was fine! They 

saw what the older children did better 

han they and where they needed more 

beat If' rl hey Want ° d ver - v much to 

lieat the other class and worked hard. 
After trying two or three games 
they were able to win and were very 
delighted^ But they still showed the 
same good spirit. There was no brag- 

both "teachers 0 T" 8 ^ lWd 

both classes and both teachers felt that 
their classes had gained by their play. 

Fridays the boys’ and girls’ physical 
education classes meet together in' the 

tITs heTn SUPerVis<?d ^e dancing. 

students iV 1,1 ° VCrCOming sh -vness and 
udents learn some social amenities 


cent diffused ^ Tr> 

made a score of „ nIy . “Site' 

' Mo„r, r im . R„ and FaAWCK h ° de Island communities 
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Table 6. — What Administration Does: Pattern 4 of Window X* 

(Regard for the Individual) 

PROVIDING THROUGH ADMINISTRATION AND LEADERSHIP THOSE ADJUSTMENTS 
NECESSARY TO EFFECT A WHOLE-SCHOOL ORGANIZATION DESIGNED TO 
PERMIT MAXIMUM REALIZATION FOR EACH INDIVIDUAL 

Individual teachers can do little, specialists can do little to foster the growth of 
individual pupils unless the school leadership and those procedures of administra- 
tion which affect over-all planning and organization are dedicated to principles of 
individual development. This may mean special class arrangements, which is 
only a beginning and possibly not a continuing administrative device for doing 
something about individual differences. It concerns promotion policies. There 
may be a considerable variation in the size of groups which carry on different types 
of activities. There is certainly in the good school a considerable variety in the 
types of activities in which individuals may engage — club groups, hobby groups, 
tutoring groups, remedial groups. 4 here are administrative arrangements which 
make it possible for single pupils to work with a single staff person, as in the counsel- 
ing situation. This last arrangement can, under the best conditions, be extended 
to provide some opportunity for the one pupil in the school who may need it the 
study of some special subject through a contract arrangement, the supervision of a 
single student taking a correspondence course, or the supervision of some student 
doing individual investigations at home. Curricular offerings arc varied in such a 
way that an individual, no matter what his major course, may undertake the study 
of any area or receive experiences in any field which may be deemed of value for 

M lf . college-going student may have industrial arts experiences, the career- 
going girl may prepare for home management as well, or the commercial student 
may take up art or music as a hobby. These are some of the methods by which 
administration can protect the individual's right to an adequate amount of differ- 
entiation in his school work. 


Illustrations 


The school took a vacant room and 
furnished it for the children’s free time. 
It contains large and small tables, com- 
fortable chairs, books of creative works, 
articles, and pictures. A child may go 
there in any free time lie has before or 
after school or during the day in his freo 


time. 


Teachers volunteered to bo there to act 
as consultants if the children needed 

help. (1) 

Children with special ability in art, 
music, industrial arts, and science are 
given opportunity for special experi- 
ences in their field of interest. (2) 


Students who have been absent and 
need to make up work and students 
who are having difficulty with some 
phase of their work may receive help 


• ll«nrn*li»c«w1 from What School* Can Do. 


each morning from students specially 
qualified in the various school subjects 
who make their services available. At 
one table there will be an algebra expert, 
and at another a French expert, etc. 

(3) 

The committee to aid the more capable 
students works with those pupils whose 
I.Q.'s are above 120. Each member 
chooses 12 or 16 from this group and by 
personal conference tries to give him 
incentive for working to full capacity or 
to encourage him in his own plans, 
ambitions, and interests. (4) 

An exhibit in one of tho school show- 
cases made everyone stop and admire. 
It was wax models of dinosaurs about 
2 inches high which were well propor- 
tioned and in realistic sotting. 4 he 
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explanatory legend on the card beside 
the exhibit said that it was created by a 
third-grade boy. This small boy had 
found an interest strong enough to make 
him master many skills in order to pur- 
sue that interest. He had been a non- 
reader in grades one and two. The 
teacher and mother had explored his 
interests and guided him to follow one 
which took him into reading as well 
as into many other activities. (5) 

Any student may register in the Lan- 
guage Department. The pupil and 
his parents decide on the language to be 
studied. No student is refused permis- 
sion to register for language study 
because of inferior I.Q. or poor elemen- 
tary-school achievement. It is felt 
that this type of pupil benefits in many 
ways from one year of foreign language 
study. His associates in the classroom 
alone are often as valuable as any phase 
of the work. (6) 

Teachers are alert to the abilities of the 
superior students, and often such stu- 
dents are placed in advanced classes. 
Students in first- or second-year lan- 
guage classes are transferred to more 
advanced classes. Pupils in elemen- 
tary algebra classes are sometimes 
transferred to Intermediate Algebra. 

Individual talents and aptitudes are 
developed through dramatics, radio 
broadcasting, puppetry, orchestra and 

Smgmg ’ arts and crafts, and creative , 
writing and school publications. Pu- 


i pils of unusual talent and aptitude, m 
. revealed in the elementary school, an 
admitted to specialized high schools, 
such as “Music and Art,” “Science, ” 
and “Technical.” (8) 

Students are allowed to cover the work 
of General Science and Hiology in on.- 
year and a hall providing they slow 
high reading ability and above aver:,g.- 
in science during their hrst t.-nu 
as freshmen. 1 his makes it j M >.— n ]<* 
for these students to select on.* ,,f , 
many subjects in our curriculum uhi.-h 
are exploratory in nature, such a- :,m. 
music, and mechanical draw ing. o* 

One hundred per cent promote,, 
practiced in the elementary. had, 
child is taught from what In- aln-adv 
knows. For instance, in ;i sixth grad'.- 
there is a boy doing work that an aver- 
age seven-year old would be doing, j b* 
gains information in social studn- 
science, etc. from class discussion. II, * 
reading and arithmetic is at a seven- 

year old level. (10) 

As far as possible the basis for home- 
room grouping in the high school 
depends more upon the type of classes 
meeting in the room and the interests 
of the individual students than upon 
such factors as I.Q.’s or sex. l\, r 
example pup ii s who are inU . n , dy 

terested in science are assigned to . t 
science room while others who are 
enthusiastic about books and writing 
are placed in an English room. ( 1 1 ) 


™ ba*d.Tvedd ^ StUdj ' ]Vh °‘ 

tors found qui te satisfac . 
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PRINCIPLES OF SCHOOL ADMINISTRATION 


Table 7. — Extension of Staff and Plant through Coordination .and Devel- 
opment of Community Resources: Pattern 6 of Window XII* 

The Composite Staff 

USING THE LAY PERSONNEL OF THE COMMUNITY TO SUPPLEMENT THE SERVICES 

OF TEACHERS IN PROVIDING AN ENRICHED PROGRAM, AND THE PHYSICAL 
FEATURES OF THE COMMUNITY TO EXPAND AND ENRICH EDUCATIONAL 

EXPERIENCES 

It is a fact that in better schools the community is used educationally. Com- 
munity use is of two kinds: using the people of the community, and using the 
community itself — its stores, factories, plants, farms, offices, cultural resources, and 
institutions. 

The provision of a wide variety of activities and opportunities to pupils has 
raised some pertinent problems as to staffing, for teachers cannot be expected to 
extend the length of their services indefinitely in supervising extra programs. 
Many good schools have utilized the rich background and experiences of the laymen 
in their communities to provide extended activities and opportunities for pupils. 
Laymen staff libraries, conduct trips, superv.se clubs and hobby groups in which 
they have a special interest, even teach informal class groups of an enrichment 
type — hke science classes in the elementary school. Lathers come into the class- 
room to talk about their occupations. Parents who have traveled relate their 
experiences t o groups of pupils, often offering examples of things they have collected 
in their travels. Speakers and lecturers from the community who have some 
special competence arc frequently used in assemblies and classes. 

A similar use is made of pupils in many of the best schools. I hero arc nurses 
aides’' used in the medical profession. Pupils used in this fashion might be 
railed 14 teachers' aides "—older pupils who, after a preliminary course of instruc- 
tion in how to work with others, undertake the supervision of younger pupils. 
The jiinior-liigh-school boy supervises a group of elementary-school children in the 
shop or on the playground. The senior-high-school girl works with nursery-school 
children. The "honors" student in mathomatier. conducts a tutoring group 
composed of less able pupils, etc. 

I />:e of community resources needs little elaboration. Better schools have done 
I his (I, ront/li trips for w.me time. However, the extent, of such utilization has not 
I, ecu generiilly grout, or nearly so great, as it will become. The beginnings of the 
1 inil of utilization that in possible may he seen in the held of the vocations where 
placement counselors have “lined up” large numbers of business offices and 
industrial plants in the community to serve in the educational program. 


lllmlraiiona 


Molly’s aunt was visiting at her home. 
Molly volunteered information that her 
aunt had been to Sout h America. First 
graders wrote letters asking her to visit 
us and tell about her trip. An invita- 
tion was sent to another first grade to 
join us. The result was an informal 
visit and discussion plus an exhibit of 
many things the aunt had collected on 

her trip. (1) 

• IleDrixJuced from What School* Can Do. 


Trips taken in our community: To the 
firehouse, grocery stores, to gather nuts, 
and on nature hikes around tho school 
grounds and nearby roadsides and 
fields, and to the felt mill near our 
school. (2) 

Because the graduating class desired 
pictures of one another and funds for a 
photographer were not forthcoming, 
developing of camera films and the 
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printing of pictures was successfully 
directed by one student, ( 3 ) 


The P.T.A. made a survey of parent 
talents and invited these parents to 
help supervise Hobby Clubs or children 
on one day a week after sell ol. ( 4 ) 

Several mothers helped twi groups ' 
clay modeling. One of the^e mot 
ovned a kiln so that the models ; 
glazed and fired. A unit on the circus 
and one on South America and Mexico 
were worked out in these groups. ( 5 ) 

There were two airplane-modeling 
groups, one marionnette group, and 
one music appreciation group. ( 6 ) 

In the spring nature walks are taken bv 
mothers, teachers, and children to study 
birds, wild flowers and their conserva- 
tion, trees, and minerals. ( 7 ) 

A museum is being set up by these 
groups to study animal, insect, plant, 
mineral, and sea life. We are fortunate 
to have on the faculty a person who 
formerh r served in the Brooklyn Mu- 
seum for Children. Leadership is very 
important in such a project. ( 8 ) 

As a result of interest aroused in the 

music classes, pupils attend various 

concerts, recitals, and the ballet given 

by nationally known artists. Pupils 

pay for their own tickets, travel fare 

and dinner, and under teacher sponsor- 

ship make this an intellectual and social 

event. They attend every week the 

opera and symphony orchestra con- 
certs. ( 9 ) 

The Cooperative Plan of Business Edu- 
cation is conducted on a system which 
permits twelfth-year students in the 
Commercial Course to alternate two 
weeks of school with two weeks of work. 


The work, that of a stenographer, a 
typist, a clerk, or a messenger, affords 
valuable experience to the student in 
giving him an orientation in his chosen 
field. To the employer comes an op- 
portunity to engage in a worthy civic 
enterprise — that of training young men 
and women for useful citizenship, and 
an opportunity to observe candidates 
for his own permanent staff. To the 
teacher acting as assistant to the coordi- 
nator is given an unequaled opportunity 
for guidance, and a delightful satisfac- 
tion in placing the right person in the 
right job. An entente cordiale, which 
serves as a strong interpretive force, 
exists between the parties r f the three 

parts— the student, the en: (oyer, and 
the school. ( 10 ) 

Because of the desire to gt teacher ,’ 
out-of-doors and to interest c. izens in 
conservation, a wealthy woman gave 
the Nature Study Department the use 
of ner hunting lodge for a Nature Study 
School. Every nature study teacher in 
the elementary school is invited to 
accept the invitation for a week’s in- 
struction under the supervisor. There 
is no expense except the food and its 

«- e nn m T n ' ThiS haS never exce eded 
80 .OO. Sixty teachers have had one 

week, and many of them more. (H) 

In the first grade the teacher had ascer- 
tained the occupation of every child’s 
father. The class will start soon on a 
project of attempting to describe each 
of these occupations through the child 

Sen 118 ! m 6 8t °- y fr ° m the Parent and 

Fathe S 14 t0 his climates. 

athers are encouraged also to write 

* b " ef d ®“'iP«on to be sent to the 
teller who wil, „. d it the ^ 


the “ ° f a s imple 

■*o>™ the scope of the instrument. “ A PP™dix B. Table 9 

be made in terJ^Lm' Z ZZ 
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Table 8 . — Status of the Schools in Tebms of 23 Groups of Established 

Adaptations 



m. 

n. 

o. 


Flexibility of curriculum 

Breadth of curriculum 

Courses of study 

Fields of learning 

Extracurricular activities 

Instructional materials 

Educational accounting 

Census and attendance 

Guidance: educational and vocational 

The individual and the educational program 

Health service 

Professionalization of personnel 

Supervision of instruction 

Grade and subject organisation 

Administrative planning 

Status of control • * * 

Scope of school influence In the community . 

School plant planning 

The school site 

School buildings 

Special rooms 

Supplies and equipment 

Financial accounting 

Total “Lag Book" soore 


70 

70 

70 

91 

49 

56 

56 

48 

42 

60 

54 

40 

40 

25 

25 

35 



15 


15 


30 


30 


21 


21 


1,003 



Table for Computing Standard Scores 

Ikw Book floor. 5oor ‘ 

»A oU 


50 

100 

160 

200 

260 

S00 

860 

400 

460 

600 

560 

000 

060 

700 

760 

800 

860 

000 

060 

1,000 


Mean 


84 

87 

40 

48 

47 

60 

68 

57 

00 


00 

70 

78 

70 

80 


86 


' M§an, 860, Signs, 16.8 

25£*s -’5s-— — 
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. — Status of the Schools in Teb 

Practices 



Educational practices 


I. Reading, writing, arithmetic: 

1. The three R's as useful tools 

2. Skills in addition to the three R’s 

3. Methods for teaching individuals . . . . 

4. Teaching pupils how to study 

II. Basic knowledge for Americans: 

1. Sound methods, up-to-date materials 

2. Revised courses continually added 

3. Varied talent of teachers 

III. Learning to think: 

1. Chance for pupils to think. 

2. Stimulation of pupil thinking 


3. Teachers as guides to growth in thinking 

IV. Exploring pupils’ abilities : 

1. Activities, courses to explore pupils’ abilities . . 
Interests used to enrich studies. 

V. The growth of character: 

1. Chances for normal character growth 

2. School plan for building character 

VT i HL Chil i g f ° CU8ed Positively on each pupil. 

VI. Health and safety of children : 

1. Medical attention assuring sound bodies. 

1. Completeness of sports program . 

^f“ty mgS and gTOUnds reIated t0 health and 

vii. 01 '■ ■ : •' ■' : 

L ^r nanCe ° f Practical ex Perience in home- 

2. Book information related to real living 

“ b “. ^ m 

HI. The world of work: 

1. Practical experience in job training 

• Hans for making workers cover whole school ' 

3. Book information related to real problems ' 

IX. Making^citiinst 15 “ Preparation and Placement .' 

1- Practical experience used. 

3 5“° k related to real' problems " ’ ' 

3. C.tamdnp training in every teacWs In, 


Maximum 

possible 

score 


Your 


score 


12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 

12 


12 

12 

12 

12 

12 

12 

12 

12 

12 

12 
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♦Table 9. — Status of the Schools in Terms of 39 Emerging Educational 

Practices. — (Continued) 


Educational practices 


Maximum 

possible 

score 


Your score 


X. Regard for the individual: 

1. Use of scientific methods •' * 2 

2. Little chance for a youngster to miss his 

chance ^ ^ 

XI. The school and the community: 

1. Public knowledge of what good schools can do 12 

2. Cooperation of staff, public and pupils. 12 

3. The school a real power in the community 12 

XII. The teacher and the school: 

1. Poise, personality, background, experience, 

12 

2. Availability of specialists j 2 

3. Planning and advanced study by teachers 12 

4. Adequacy of equipment and materials 

5. Statesmanship of school executive 

3°’ ftl I 468 

Your score 

Based on a Sampling of zu BUDuroan luiu. 

York City Area 

Standard 

Score St ° T J 

60 i! 

100 28 

160 80 

260 87 

260 48 

800 Mean 60 

360 87 

400 2? 

460_ !2__ 

• Thl. Ublo «lv« th. wor. on d CoUlno™. ‘’(NrtTth.t thou 

— ""'7 7 

1 1 ui _ iL|g og ft gelf-study devioe has been made by 

2SS25 Z 5 ZSt 

no systematic guide that 4 However ftn instrument 

School Study Council. 
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je 10. Summary Sheet and Standard Scores fob the Growing Edge- 
Instrument for Measuring the Adaptability of School Systems* 


Elemen-I 
tary 


Maxi- 
mum 
pos- 
sible 
score 


High 

school 


skills 

Taught io lifelike situations 
Variety of the basic s kills 
Reading 
Mathematics 
English composition 
Speech 

Teaching of skills in high school 
II. Basic knowledge 

Meaning and usefulness 
Breadth of knowledge 
Printed materials 
Concrete aids 
Variety of experience 
Personnel resources 
Local community as resource 

III. Discovery and development of aptitudes 
Scientific means 

Enriched experiences 

Variety of courses in high school 
Outside experiences 
Gross behavior patterns 

Development of competence in thinking 
Development of character 
Development of citizenship 
Teacher as observer and guide 
Totals 


9 


6 


14 


25 


IV. 


16 


Maxi- 

mum 

pos- 

sible 

score 

15 


14 


37 


19 


64 


~ i so 

Mass 

■ Mobt, Paol R WlLUAU ™7™W • D «overy and Development 

Edge, an Imtnment for ilea A ' Ne ™1u, The 

Publications, Teachers CoUege, Colui nZv^ t y T * StXihXlt&i by the Burea » 
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Table 10. — ( Continued ) Elementary Adaptability Score — Standard Score 

Based on Scores from 60 Metropolitan Area School Systems 
Range of scores, 7.6 to 34.7; mean score, 17.6; sigma, 6.4 


Score 

Standard score 

Score 

Standard score 

1 

23 

26 

62 

2 

25 

27 

64 

3 

27 

28 

66 

4 

28 

29 

67 

5 

30 

30 

69 

* 6 

31 

31 

70 

7 

33 

32 

72 

8 

34 

33 

73 

9 

36 

34 

75 

10 

38 

35 

77 

11 

39 

36 

78 

12 

41 

37 

80 

13 

42 

38 

81 

14 

44 

39 

83 

15 

45 

40 

84 

16 

47 

41 

86 

17 

48 

42 

87 

18 

(Mean) 50 

43 

89 

19 

52 

44 

91 

20 

53 

45 

92 

21 

55 

46 

94 

22 

56 

47 

95 

23 

68 

48 

97 

24 

59 

49 

98 

25 

61 




of Special Aptitudes (through scientific means, and through exploratory- 
experiences, and enriched opportunities) ; and Gross Behavior Patterns 
(thinking, character, citizenship, teacher as observer and guide). 
Examples are given for the fifth grade level and for the eleventh grade 
level, with provisions for substitutions. The indications are that 
experienced educators can readily make substitutions on other grade 
levels, but systematic application has been limited to the fifth and 

eleventh grade levels. . 

Tables 8 to 10 provide summary sheets for these three appraisal 

devices. 


EXTENSIONS DOWNWARD AND UPWARD 

Conceivably we could think of schools simply as resource stations 
where children are to learn certain skills and knowledges, unrelated to 
use leaving to other life forces the integration of these skills and 
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lu.—iccmhnwd) High-school Adaptability Score— Standabd 
B ased on Scores from 50 High Schools in the Metropolitan Area 
Range of scores, 9 to 54.5; mean score, 29.7; sigma, 11.03 



X . * 






M 


peopleoff the labor market in later yean' E^’ ” l ° , keep J ’°™« 

assa-* ausr 

the primary grades and 
the high-sohool yean are 





'I* *i 






i-i 


2£.v 
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This latter consideration has received increasing emphasis in the 
treatment of children under six and some emphasis in dealing with 
young people beyond high-school age. The moment we think of the 
school as concerned with these slowly developing behavior patterns, 
we see it no longer as a resource institution but rather as a partner with 
parents, and the church, and the community at large, for all life is the 
soil on which these characteristics develop. Whatever it may mean 


for the extension of the school’s relations with home and community 
for youngsters of six to eighteen, it becomes increasingly clear that 
the home is the sole teacher prior to the youngster’s entering school. 
What is this home school doing about these slow-growing characteris- 
tics of the individual? How can the mother, whose sole license to 
teach may be the marriage license, be helped in this deep task of the 
observer and guide of growth? Clearly the implications are that 
something must be done toward parental education — some of it, 
perhaps, while the future parent is still in high school. The school 
may well develop nursery schools to supplement the home in the 
important years between the time when the child flourishes best 
in (lie simple home environment and the time when “formal school- 
ing begins. This, it will be noted, is a far more sweeping thing than 
“gel 1 ing children ready for reading” or getting them “socially 
adjusled for formal schooling.” It is far more demanding than the 
purposes of the typical kindergarten. Groups must be small ; teachers 
must be skilled in the developmental phenomena of these gross 
behavior patterns as they occur in the younger years, just as a master 
high-school teacher must be aware of the phenomena that occur uv the 
evolution of the same behavior patterns during adolescence. 

Clearly the primary teachers must be skilled also in helping tie 
parents of their children, particularly first parents, to develop a work- 
ing relationship with the school so that the whole life pattern ot the 
growing individual students can bo under consistent observation and 
guidance. The teachers of the higher grades must bo competent to 

carry on with this home-school relationship. 

These same consideration* call into question present practices as to 
length of school day, school week, and school year. Many schools aie 
pioneering in the process of joining hands with the other teachers m 
lom ,. ,a,nd community ’ ” who have a part in the upbringing o f he young, 
ho that school, home, and community may be part of a continuous and 
consistent, setting for the growth of the slowly developing bel inmor pa G 
t,,. rriH Under this influence the school day is running <>.. into the men 
inc | bo school week info Saturday and Sunday, the school yea. into a i 
, | momd) the summer. Hut the “ running over’ is not m tonnal . lassm, 
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rather it is in clubs and trips, work experience during the year, and sum- 
mer work arrangements, all receiving increased attention 1^ the school 
as observer and guide” of personal development. 

The post high-school (or post-school leaving) period is also receiv- 
ing attention. Many schools follow up their graduates (front and 
me door). Considerable attention is given to job placement and 
follow-up and to vocational guidance and training before leaving 
school. These are true extensions upward. The development of 
junior colleges and technical institutes on the junior-college level are 
more formal arrangements for upward extension. While usually in 
these schools the knowledge or skill phases have received the chief 
s ress, it is probable that, as the emphasis on the slow growth aspects 
of human development becomes greater, the citizenship, personality 

home competence and character aspect of education will receive at 
least equal attention. e 


^ ^ 1YA AXV X 


In the operation of a school system this year, purposes have no 
more meaning than they ore given by the available devices (inventions) 

dt"r.;h h faCt ' * lKy ha ™ tan 

devices of which those operating the schools are masters If 

tare ofThe for sch ool administrators to be 

aware of the best devices invented and on the alert fnv th 

of new inventions of ways of achieving purposes. mer gence 

mo “Sthtrsystrt VfeW ° f d T e 8 iD "» “I *0 

widely used a^d Ifonltn ZZZ'It ““ 

serve fall into four categories X ^ The PUrpos <* ‘bey 

life lh '° 0gh »*“ ““ increasingly in 

increased P use of '” ph “j 5 on usefulness, 

resources. ommumty, physical, and personnel 

arts man hvIsTytnd f ^ ^ range ° f the 

more capable observers and guides. * ex ^ orator y experiences, and 

character (dtisenshifn tmTlitgTwhhh we EtSTT Pa ‘* emS (thi ” ki "S. 

a " dde — 

l^ted above. ucation and the four areas 
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These developments challenge the character of the planning for 
children in out-of-school hours throughout the year and suggest 
greater cooperation with the home aspect of the educational enterprise. 
They likewise broaden the base for appraisal of development before 
school age and the adequacy of arrangements for continued develop- 
ment beyond the high school. 


Exercises 


1. Reread the heading and short title of the pattern of practice given in Table 
1. Without further reading of this table write a description of what some ele- 
mentary or high-school group with which you are familiar does along this line. 
Rate it on a scale of 10. Then read all the material in this table and see whether or 
not your rating of the practices you have described changes. 

2. As an alternative to No. 1, the members of the class may wish to visit a small 
school system obtaining descriptions and ratings as above on the various grade and 
high-school groups. The descriptions and ratings may well be assembled on a 
single chart showing the unfolding of the educational practices in the given area 
throughout the school life of the pupils. 

(Note: If a copy of What Schools Can Do is available, the instructor may wish 
to choose some of the 101 patterns of practice listed in Appendix A which are 
not given in detail in the tables of this chapter.) 

3. Indicate what changes are likely to occur in schools as a result of one of the 
following technological developments: the moving picture, radio, television, 
microfilm, or cheap airplane travel. If you prefer, appraise the adequacy of the 
response of educational administration to the automobile, the phonograph, the 
mimeograph. 

4. Trace the effect of discovery of new methods of achieving educational pur- 
poses on the meaning of the purposes and on tin* design for American education as 
reflected in Education for All American Youth. 

5. Can you suggest an area of unmet needs in your school system or some sys- 
tem with which you are familiar? Can you suggest “inventions” to meet these 


maals? 

0. What are three emerging patterns that you predict will be widely accepted 


25 years hence? 

7. What would you select as the most significant change in education in the 
last 25 years? 

8. If the student is keeping a “resource book ” he may find it profitable to set- 
up a table of emerging patterns, illustrated by quotations, clippings, specific 
references, etc. Another procedure that the student may follow would be to set 
up parallel lists of needs and methods of meeting these needs. Further, the 
student should be alert to gathering real inventions in methodology. As much as 
possible the student should attempt to implement general remarks by suggested 

applications. 

9. What is your reaction to the statement, “This is the time for education to 
‘jell’ into a consistent form, not to crystallize”? 
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PART II 

Common Sense in School Administration 




CHAPTER VI 

INTRODUCTION TO THE SERIES OF BASIC PRINCIPLES 

expressing the common sense of the culture 

Wh T h ® hea ^ of .^ e scIl ° o1 administrator’s work is problem solving 
h s work, at its very core his work depends essentially upon win! w ( ! 

mk of and often dismiss lightly, as common-sense judgment Such 
the S T n ^ mV °f Ve ? ^ ° nly an appraisal of the value of an action from 

_ e standpoint of educational objectives, but also an appraisal 0 f 
•* ‘»e questions that™,") «, If f "T* 

the community in appraising his judgment He ms -T 

evidence available and may proceed hi hi ’ i ? UU 0 ompincaI 

it as reel, as to the "T« 

he is -‘h ES 

knoudedge in Chap 4 ' X VI) ' ^ve were” faced «Vi! ^ T’ 1 ’'"'' 111 

useful approaches to the great masses of literature The n\° “>* 
great consolidation. Here however the to u . fhe ta ; sk lnv olved 
in character. There is little writ ten’ n * " ^ keen quite different 

education. The *» 

importance in the day-to-day work of the arl • . “ e ^ urate 'nth its 
under a magnifying glass so that it i ‘ mimstrator; to place it 

can the handtetT * ^ 

the handles to purpose achieved by reducing"!™ iT'A com P arab,e to 
Phy, psychology, social trends, Md educatio g a lt6rature °f philoso- 

theX:t r :fc:ir s r a fcr ou f seek - - «• 

“ something thk is abSX ' CXlT ”* b f 

assumed that the one thing a school a H 2 l 5 Culture ' We have 
from books was the general sen ° tf7h u°‘' ^ “ 0t haVe lea™ 

'■ e,T We “ Wh “ e ““ * he limited L’SS^STt.TSj 
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stereotypes as to what the community will or will not do. In their 
own minds they have their leeway cut down to a very narrow margin. 
From their observations, reported in American Schools in Transition , 
Mort and Cornell have the following to say on this point: 

Many administrators have a series of concepts or stereotypes which they 
trot out on every possible occasion. They are certain that they know what 
the board won’t do and what particular members won’t stand for. They can 
tell you readily that the community will not stand for this or “We would not 
dare to mention this in this community.” This statement is not to be taken 
as being opposed to an understanding of school boards and teachers and 
pupils, but rather as an attack on the too easy classification built up without 

sufficient study of details . 1 

Furthermore, it' coming to understand the culture is to come solely 
through living in that culture, it is clear that the length of life in the 
culture, other things being equal, will be an important determiner. 
We would expect, therefore, that men of fifty would be much better 
at sizing up the culture than men of twenty-five. This is borne out 
by observations that men who are able to do a superb job of appraising 
1 he community reaction to a problem are usually men of mature years 
It suggests that a young man who survives in the work of school 
administration to mature years must have had most unusual insight 
or a streak of phenomenal luck which made it possible for him to 
succeed in spite of an inadequately developed conception of the general 

sonso ol iho c ,» i 

These observations indicate that a conscious search for the geneial 

sense of the culture that has a bearing upon the multitude of problems 

that, must be solved by school administrators would be fruitful and 

that it can be learned in appreciable measure by younger men without 

the hazardous, disappointing years of trial and error. In H. A. 

Fulham, Enquire, a novel by J. 1\ Marquand, the relator of the ale 

S . IVS “ I never knew where Mr. Wilding got Ins information. He had 

some system of forming judgments of his own, some way of. sorting 

facts and putting them together which was nearly always ng • 

have often wondered whether it was instinct more than biams 

We have all known a Mr. Wilding-* grocer, a banker, a supenn- 

tendent of schools, or the village Mr. Scattergood. Wilham Van 

Kriiger was such a man ; Franklin was another such man. No mattei 

i> t> n,.f1 Krxntis G OoiiNi'ibii, American School* in Transition, 

„ ** 

“ ily ; I*., «. «. ■»». 

& Company, 1M1. 
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how strange or new a problem is put to him, he can always raise 

questions which throw new light on it. He listens patiently to the 

problem; he may go over it two or three times, if necessary, until he 

can name off the points on his fingers. Then his thinking machine 

starts working. Uncritically, in a friendly manner, he asks this new 
question and that new question. 

How do such men know what questions to ask of all new things ? 
No situation is new to them because they know the questions which 
would be asked immediately or eventually. They have mastered the 
basic elements of wise judgment latent in our culture. 

The need for clues to what such men have mastered has not gone 
unnoted It has been generally perceived that the understanding 

1 X? 0 T -I s V eTy L mportant part * determining the success of 

tors have made a great success in spite of giving only a minimum of 

of° th s Tt? edu P ational phases of tteir job. Outstanding 

o professional training as we have known it for school administrators 
partmularly for the larger cities. It has even led to the suggestion 

res 

CORRECTING A WEAKNESS IN PROFESSIONAL TRAINING 

education have attemptedt) ' ? f schools > spools of 

the study £££££££? S*"* u 7 
Pology. The indications are^lha’t^Wh and 6Ven anthro ~ 

definitive. R esponses t o_these atte mpts Jh ^ 
raasm. StudentsTiavesaidT “What wut t ^ enthu- 

ing but not paHdcula^ 

our problems. What we n £d to^f^^ C ° nCemed 

of culture much greater £ scope ™ th . Collations 

of the great mass of critical nmhl ■ ^ opera l ,e lo the solution 

rf of th ; ■** 

S^pie t?^ ° 0a6 ^™ uX ty 

We charted the water^Tud^t^ 5 £ 
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their work gives only the most general assistance to the administrator 
who must plod through the underbrush on foot, over the hills, through 
the brooks, and around the swamps. Their work still leaves an 
unfilled need for an understanding of that realm which is outside the 

fields of scientific inquiry. 

The treatment of operational principles in the chapters that follow 
may even provide a beginning of what students are grasping for when 
they say, “What we need is more practical politics.” Certainly if 
we exclude from politics the appeal to the self-interest of persons who 
for one reason or another wield great power in the community, we have 
left an important realm in which the appeal is to what the greatest 
number considers the greatest good. In this sense these chapters 
deal with the practical politics of school administration. 

These chapters attempt to present the criteria in terms of which 
decisions are ultimately made by groups in our culture. They 
attempt to give an awareness of the bases of judgment of the com- 
munity and of the society of which the community is a part. They 
seek to provide guidance through the complex maze involved in 
every decision, in every recommendation to the board of education, 
so that consideration may be given from the beginning to those 
factors in terms of which the proposal or practice will eventually 
stand or fall. In brief, these chapters are an attempt to provide a 
preview of the crucible in which practices and proposals will be tested. 
It is proposed that those practices found wanting will not survive, 
regardless of their initial success, and that those that pass the test 

will survive under the strain of experience. 

Every judgment should be a balanced judgment in terms of these 

cultural principles (as well as in terms of purposes and available 

knowledge from experience elsewhere). To have that judgmen 

balanced one it is necessary that all criteria for judgment be taken into 

account. The writer ventures to suggest that the key to Mr. Wilding 

uncanny success was not in the information that he had to begin with 

“the questions he asked himself; and that he had no mo e 

mysterious or mystical way of getting them together than is found 

the operation of any brain of reasonable capacity. Balanced legmen 

consists in seeing to it that the practice we appraise, the practice 
consists in seerng account as fully as possible. 
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and what modification of it would cause it to serve in other fields as 
well as m that in which it had its origin ? This is involved in achieving 

• a l ^ nCed Judgment ' But the writer ventures to say that this is what 
is known as common sense or praetical-mindedness 

Common sense deals with what the community takes for granted. 

Wirth, in his penetrating preface to Mannheim’s Ideology and Utopia 

appraises these unconsciously accepted criteria at a high value. 
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rather from the culture, and that they applied in greater or less degree 
bo all administrative problems, the design for these chapters emerged. 
In the development of the subject, further search for criteria was made 
through the thousands of references collected in the study referred to 
above: by a study of such books as Tocqueville’s American Institutions , 
Bryce’s American Commonwealth , samplings of the writings of out- 
standing reformers, and other sources. 

It is believed that the principles treated in Chaps. VII to XV are 
at least a beginning of a breakdown of the phenomena referred to by 
Dewev in these terms: 

It is commonplace that every cultural group possesses a set of meanings 
which are deeply embedded in its customs, occupations, traditions and ways 
of interpreting its physical environment and group-life, that they form the 
basic categories of the language-system by which details are mterpreted. 
Hence they are regulative and '‘normative” of specific beliefs and judgments . 1 

These nine chapters represent a pioneer effort in a new area. 
Doubtless other principles will emerge. Some of these reported here 
may be subdivided, and others may be found to be secondary. How- 
ever this may be, these chapters should give a running start, particu- 
larly to the young administrator — a foundation on which he can build 
in terms of his experience; rejecting, modifying, supplementing. 

The criteria may be thought of as falling into the following classifi- 
cations: 


The. humanitarian group (the public sense of the humanitarian) 

Democracy and Administrative Discretion (Chap. VII) 

Democracy in the Design of Administrative Procedures (Chap. VIII) 

Justice as a Guide to Administration (Chap. IX) . 

Equality of Opportunity as a Guide to Administration (Chap. X) 

The prudential group (the public sense of the practical) 

Prudence: Economy, Cheeks and Balances, Liberty and License (Chap. XI) 
Prudence: Simplicity, Responsibility, Loyalties, Inertia (Chap. XII) 

The. tempo group (the impacts of changing needs and insights) 

Adaptability (Chap. XIII) 

Flexibility (('hap. XIV) 

•Stability (Chap. XV) 

From tho administrator’s point of vantage these are the pertinenl 
questions to safeguard him from bad public reaction and to help him 

achieve the best tho culture expects: 

i Dbwbv, John, Logic: The Theory of Inquiry , p. 62, New York: Henry Hob 

sind Cornnuny, Inc., 1938. 
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The humanitarian group: 

1. When I set any operation into play to achieve an objective, I involve action 

I T ° the y Staff members > Parents, citizens in general. 

I require them to change their behavior. I affect their lives. 

What rtSptS " d ” S ‘ he CuW “ “ "*» *PP">vaI? 

culture? Wti “ ^ *° live ’ ,or the •>**« CM I get from the 

The prudential group: 

2. When I set any operation into play to achieve an objective, I brinv into nlav 
enterprises in their homes and in ^ ^ JUdge * aS do 

which W23 ,”^^7 " enterprises 

b. How con I use ordinary eyeryday wisdom in doing the job better? 

The tempo group: 

» L a" tte flen“S’be ne ' !dS I,"?* « b °ols, 

for change." HisEhy ” ST uSXT b0 ” ,b ” ded by 

today, but our culture has had conriderable experience" tb"f"‘ “ “ 

а. What keys to public reaction to change are there at hand? 

б. How can I be as alert to change as the culture pemut? 
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2. Differentiate between philosophical judgment, scientific judgment, and 
“common-sense judgment.” 

3. By drawing on Schools for Our Children , Public School Finance , and Second- 
ary Education as Public Policy (all of which are listed in the readings below), and 
utilizing an unabridged dictionary, make a tentative list of definitions and examples 
of each of the criteria of “common-sense judgment” as you can gather them from 
the chapter headings and a running inspection of Chaps. VII through XV. Retain 
this list for reevaluation and reanalysis after the completion of Chap. XVII. 

4. List several instances where the general public has displayed a definite 
crystallized opinion (elections, automobile styles, school matters, etc.). Tenta- 
tively name for each instance the principle of “common-sense judgment” (from 
the list you have made in connection with Exercise 3 above) which you believe 
was most influential in that decision. Save this list and repeat the exercise after 
you have read Chaps. VII to XVII. 

5. Can you think of any public decision where one or more of these factors was 
completely disregarded? Was it a wise decision? 

6. In Chap. XI of Cubberley’s Stale School Administration (see Selected 
Readings below) he lists on pages 290-294 some “fundamental principles” for 
state educational organization. Read each one carefully and attempt to fit the 
“common-sense principle” from your list that best describes Cubberley’s principle. 
This exercise, like 3 and 4 above, will be more meaningful if repeated later. 

Selected Readings 

Cubberley, E. P. : State School Administration , Chap. XI, pp. 270-302, Boston: 
Houghton Mifflin Company, 1927. 

Dewey, John: Logic: The Theory of Inquiry, Chaps. IV and XXIV, pp. 60-80, 
487-512, New York: Henry Holt and Company, Inc., 1938. 

Mort, Paul It.: Secondary Education as Public Policy , Cambridge, Mass.: Har- 
vard University Press, 1943. 

: and W. C. Rktjsser: Public School Finance , Chap. V, pp. 95-113, New 

York: McGraw-Hill Book Company, Inc., 1941. 

Rhode Island Commission on the Legal Structure of Public Education, Schools for 
Our Children, Vol. II, Chaps. II and IX, pp. 19-35, 136-146, Providence, 
R.I.: Commission on the Legal Structure of Rhode Island Public Education, 

!942. 

Waller, Graham: Social Judgment , New York: H&rcourt Brace and Company, 
1935. 



CHAPTER VII 

DEMOCRACY AND ADMINISTRATIVE DISCRETION 

Of the axioms of human behavior treated in this book, none is more 

thaTtJ ? w r gl \° r m ° re dGeply r °° ted in the human organism 

than that which is the subject of this chapter. For this reason it F 
particularly difficult to express in words, as many people have dis- 

'ubjVct ZnvTf attGmptS t0 commun icate their ideas on the 

z:inZzz ‘zz. may , be ^ - 

Sk i ,h/r ■“ “ * ■*»» only, but also as an end " 

dea t nth th ‘T'"* f, '° m "' blch tb » second-order principles 
dealt mthtnthts and the sncceedtng three chapters are derived 

— s zrzx; “ zrr : f r— 

living growing Dotpntiqllv ^ fellows as a 

Pantcitant inffi tJZ 7 , ^ ^ * ba * 

bcmg 

be ecuued to act ?SgS “ STSTy^ 

.seems to have appeared is tie dTmmatn 

S:t ' 2 zt ,or r tems ° f b ~iai 

urge for self ettpreiZ. The at Z re a “° nshi P a " d P'-V a P the 
Of regard for the individual tvith™ that S SOI J ght to build a System 

Christianity ,as perhaps Z ^sttp Zn 0 f‘th gr ° UP ' 

a P P y the principle to the polit.cal aspects of it *° 

external “ «“*— the 

beings; pnblrrSitt Zrr “ d f aUng ™‘ h oth - ta-an 

Pup, Is. There .s no enterprise that deals more largely 

yy 



100 


PRINCIPLES OF SCHOOL ADMINISTRATION 


with human relations than the schools, no enterprise, therefore, where 
the age-old problems of human nature are so relevant. 

LIMITATIONS OF STRUCTURAL DEMOCRACY 

First let us eliminate one major source of confusion. Because we 
speak of our manner of government as democratic, many people assume 
that if they follow the rules set down in law they are meeting the 
democracy principle. Such persons overlook the fact that any 
institution must servo the washes and desires of many human beings. 
It must achieve its ends; it must be just; it must be prudent; it must 
be adaptable; it must be flexible; it must be careful to associate 
authority and responsibility; it must have regard for the v'eak and 
underprivileged (equality); it must be stable. 

When these demands are met in a way that sacrifices considerable 
in prudence, stability, adaptability, etc., to the desire to have the 
people at large have a considerable hand in their destiny, we say the 
arrangement is democratic. Thus, since tho people of England 
in their local government, in their election of Parliament, and in 
the influence of Parliament over the ministries have according 
to established law a rather large say over their destinies, we speak of 
their government as democratic. When, however, a people, once 
having the power over their destinies, have surrendered that power to a 
group to a point from which they cannot recover it short of revolution, 
we speak of it as autocratic, or authoritarian, or something else that 
connotes our belief that, even though there may be considerable 
popular control, the democracy principle is given so little emphasis as 

to cease to color the whole institution. 

But even in an institut ional system that wo speak of as democratic, 

( here are bound to bo nondemocratic arrangements. For example, we 
place important derisions over our destinies in the hands of the 
Supreme Court, a small body of men appointed to life tenure. Om 
constitutions place checks and balances upon legislatures. Wo can 
hold U p the carrying out of action by popular government through 
court injunction in which only a relatively small body participates. 
Coming closer to our own subject, in some slates town meetings can 
pass on the amount of money to be raised for schools but arc not 
allowed to make any decisions with respect to the detailed method oi 

i t h h pending. . , 

The burden of all this is that the system of control of schools, 

though one of the aspects of government that emphasizes close populai 
control most, is not, and, human nature being what it is, never can be, 
solelv democratic. For example, a school board may by law bo_given 
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the complete and final say over the way school money is to be spent. 

e .superintendent may by law be given the power to be the sole 
nominator of persons for employment. The superintendent may be 
gnen power by board action to work out transportation routes. 
Alw ays m such arrangements democracy is tempered by other con- 
gelations. I the law were to read that everybody concerned is to 

would^’ 111 l SGttmg UP ° f ruIes and ^nations, the machinery 
' d . be so cumbersome as to make it impossible to meet situations 

requiring quick action-for reasons of justice, for example. Similarly 

thl Vh 7* m a SCh ° f riCt Can V ° te ° n evei ' y item °f th e budget,’ 

■ } f ]°° P ’ 0gram runs the ris h of being seriously upset. The result 
might be quite democratic but highly unstable. 

LEEWAY FOR DEMOCRATIC OPERATION 
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published in some specific manner. In making this a part of the 
structure, the intent was to set the minimum amount of democracy 
a . hoard could get away with, not to set the pattern for local adminis- 
tration. The law sets the metes and bounds of invasion into what ve 
might speak of as individual liberty, or perhaps more exactly, the 
limits beyond which those in authority may not go. No legal way 
has been devised to make administrators democratic in spirit. 

Democratic administration begins at this point. In consideration 
of this principle the administrator must not ask of every decision, 
“What is my authority?” but rather, “Considering how busy I am 
and the pressure of other considerations, in what way can I broaden 
the participation in this decision (mine to make according to law, anc 
mine to lie responsible for, however much I consider others) among 

those who stand to be affected by it ?” 1 

Democracy is a hard taskmaster and the tasks it sets, are time- 
consuming. Democracy says that in dealing with a severe discipline y 
case the parent is concerned as well as the pupil and the teacher 
But it takes time to bring the parent into conference, T he school 
principal may find the time, or like the schoolmaster that Hollywood 
seems to admire, he. may stand on the letter of the law and pile up 
demerits resulting finally in the pupil’s expulsion. If he does he is as 
democratic as it lias seemed prudent to the lawmakers to require him 
to be, and at the same time as autocratic as the law permits him to be. 

/scope of democratic administration 

All persons in the community are potentially within the purview of 
the administrator when the democracy criterion is under consideiatioi . 
|„ the formulation of tho budget, for example, the public at la.ge a 
concerned as taxpayers and as public-minded citizens is concerned w 
i *■ M u nublie policy. To assume that the law that give, t 

sc bool Hoard and superintendent broad power of decision meets the 
democracy principle in giving the public tho right to vote for the boa. 
membership is a denial of the principle. Tho principle demam s 
, )ro! .d participation of the public at large ,n important matte. s< 
school policy affecting the budget or tho educational p.ogiu . 

• T>, same .inn of « • £ 
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principle needs no justification in terms of more willing support that 

may follow such broader participation. The principle demands such 

paiticipation whether or not it results in a better program or more 
walling taxpayers . 1 

This is not to say that considerations of the adequacy of the pro- 
gram are not to be taken into account. It does say that participation 
should be extended as far as feasible, all things (all other principles) 
being taken into account. Similarly, and from an entirely different 
angle, parents should be taken into consideration. To invoke the law 
that the board once elected is a state agent and responsible only to the 
state as an excuse to avoid parent participation in determining the edu- 
cational destinies of their children is a subterfuge. There will be 
times however, when those other principles that account for the exist- 
ence of such a law will counsel minimizing parental participation. 

All persons in the school are also within the purview of the adminis- 
trator when democracy is under consideration-teachers, pupils 
custodians, and other employees. Toward the employed personnel 
he moral responsibility is similar to that of any other employing 
terpiifee, and like other enterprises, the school is faced with the 
ecessity of appraising readiness to participate. Usually pupils and 
intenance and operational staff are ignored . 2 Many devices have 
been developed m the last two or three decades for extending teacher 

men a r ' “ ^ ^ far beyond most other govern- 
mental agencies and private enterprises. b 

limitations on democratic administration 
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self-government treated in Chap. VIII. h ^ three cIaimed fruits of local 
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worst and human inefficiency at the best. From this it seems very 
likely that the degree to which a person will experience pleasure in the 
formulation of decisions affecting him will depend on his maturity, 
mentality, and cultural development. Confused, poorly educated 
immigrants as workers are less likely to feel an urge to participate 
in the formulation of policy than well-educated, native workmen. 
By the same token, highly educated teachers, who know something 
about the objectives as well as the adequacy of ways and means, will 
be less content to be denied a voice in the formulation of policy than 
the monitors who acted as teachers in the old-time Lancastrian school 
or the teachers so prevalent at the turn of this century, many of whom 
had little more than a common school education and very little 
insight into educational policy. To deny a staff of well-trained 
teachers participation in the formulation of policy is to work directly 
against human psychology. 

Conversely, to set up an administrative plan by which teachers 
poorly prepared for their tasks are expected to make decisions would 
seem to be quite as undemocratic. In the former instance we would say 
that the administration is autocratic. In the latter case we would 
n0 f, have a term ready at hand, but it would seem to be quite as 
reprehensible. Teachers would be flustered and unhappy; they would 
ask, “What is the .superintendent paid for? Tell us what you want 
and we will do it.” The superintendent would get the reputation of 
being unable to make up his mind. Of course, the same situation 
might, exist with a staff greatly interested in exercising its ingenuity 
in other ways and perfectly content to leave the details of administra- 
tion to those “paid to look after them.” College administrators 
usually face this situation when trying to institute plans ol sharing 
responsibility. Usually there are some professors so engrossed with 
research or with making a living on the side that they resent being 
asked to serve on committees. I hie regard for t heir personalities would 
make if easy for such “unready” persons to avoid participation with 

their “ready” colleagues. 

Much of our so-called autocratic administration of public educa- 
tion is a survival from a time when democratic administration would 

not have been feasible. The change in the personnel of the school is 
what put it out of gear. The schools are experiencing only in greafe. 
degree the increased ability of employees to participate effectively in 
the policy formation that has caused such a strain upon old-time 

prurliwH in industry. . , j n u s 

Parenthetically, it. should be said that the principle makes demands 

on teachers in their relation to administrators as well as tho reverse. 
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have a right to grow, develop, and to be considered. The democracy 
principle demands that teachers take this into account and do their 
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people in citizenship, character, and other social behavior patterns, it 
becomes increasingly chair that the nonteaching staff are a part of the 
educational machinery — not just accidental appendages. This is 
bringing more attention to the selection of these staff members and in 
some instances is resulting in bringing them into meetings dealing with 
educational policy. 

THE STAFF AS POLICY MAKERS 


Even in restricted situations, good teachers can be policy makers. 
In the early forms of mass education, the class teacher (the monitor) 
had no part in determining the stints of instruction for which he was 
responsible. The teacher in charge of the one hundred or so children 
called his monitors before him, taught them a bit ol the multiplication 
tables, and Hum sent them back to their own little groups to pass on 
this instruction. As time went on, the monitor emerged into a teacher, 
lie was given larger stints of subject matter. Still he was rarely 
expected to know the reason back of his choice. Some wise person 
higher up developed the course of study, selected the books, set the goals. 
School organization was invented which made it possible for a teacher 
to instruct youthful pupils in a single subject only. While there was 
little hope for one man or woman to know enough to teach a fourteen- 
year-old all day long, if was still possible to expect one person to know 
enough to teach a fourfeen-year-old 10 minutes a day. Many schools 
now have teachers who could be trusted with children all day long, 
but we are still harnessed with the mechanism of departmentalization 
which tells teachers that their job is to purvey this or that stint of 
subject mat ter and that it is somebody else’s job to see that these boys 

and girls grow. , , 

Horn is a splendid place for participation of teachers to begin. 

Those who urn more than mere skilled purveyors of subject matter 
should be encouraged to find out the purpose that the instruction they 
give serves in the whole scheme of things. They should be encourage* 
for the moment at least to forget artificial restrictions so that they 
may propose what could be done without the artificial res fictions. 
Often such artificial restrictions as Regents examinations and college 
entrance reipiircincnl,,, or, i„ U,o elementary oclnnil, W-jlj 
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will find ways of getting around unwise restrictions. One adminis- 
iat01 > awake ^ed to the lacks in the secondary curriculum by the 

thatthev 6 ° f ff S ° Wn , Childl ' en ’ pr ° posecl t0 a group of the teachers 
that they go off somewhere in the woods and think through what they 

TUs is"'! fo I ^ rT n0t f ° r thG restrictions of coHc-go entrance. 
,, a foil " uIa wh ich ls really being suggested here. It should 

Once' IT St f Uti °" ° f 'r 11 ™ Kle “ t0r of frustration, 

ce the goals are understood by teachers, the community in 

which they work becomes a rich source of subject matter. One of the 

most significant developments in recent years has been the mak ml 
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eitWoTthH ^ g ° bt ° the implications for He educational program 
either of the democracy principle or of any other principles treated. 

FREE VS. ORGANIZED ADMINISTRATION 
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not be admitted to school until they have achieved a given, clearly 
defined age. 1 In others, there will be a broad area in which discretion is 
allowed; for example, “The principal shall be responsible for the 
effective operation of his school.’’ This latter illustration is a common 
one. The writer has found every stage of interpretation of its mean- 
ing by principals, from the most autocratic assumption of all decisions 
personally without regard to “my teachers,” “my parents, m\ 
pupils,” to sentimental democracy, which leads the principal to 
side-step every responsibility and throw the school into a state border- 
ing on anarchy. Such rules are more typical than the rule-of-fact type 
illustrated above. They leave the door wide open for discretionary 
action with respect to all the principles affecting human relations. 

What is illustrated here with respect to the principal applies to all 
administrators. The superintendent may be instructed to prepare a 
budget to he submitted to the board on a given date. Some super- 
intendents interpret this to mean that they must go off by themselves 
in secret, and prepare the budget document without the benefit of 
participation by anyone else. Others working under exactly the same 
rule come to the budget submitting date with an instrument that 
represents t he tentative agreement of staff, parents, interested citizens, 

• uid school board members as to what shall be attempted in the year 
ahead and what funds shall be asked for support. Placing the respon- 
si hi 1 i t v on the superintendent was an expression of the prudential 
principle of responsibility. In both cases the superintendent was, in 
KM responsible; in both cases the budget was “his budget if he 

liked to call if such. The difference was in the degree that demociacy, 
and as wo shall see later, adaptability, prudence, flexibility, justice, 

"f " in shmf," 'a' 'rule set up to protect a single principle should not often 
(and perhaps should never) be interpreted as repealing all other human 

laws that are normally operable. 

IMPLEMENTING AND SAFEGUARDING DEVICES 

To m ,„y writers the term “democracy in administration” seems 
Ut connote some form of machinery for the expression of teachers 

1 • uMinol HVHtorn with four olein on tary schools, ngo of entrance 

' ,,,V 'T different, situations obtaining. Ono principal interpreted a 

'!■; - i^ u ranee age to justify him in giving parents encouragement to 

HV "' \ "o'""": nu " , at the earliest, possible date. At the other extreme one pnn- 
enroll t-hr ir ( i children worn not exported until the minimum 
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wishes. In the light of the foregoing discussion, it should be clear 
that such plans can represent only an infinitesimal part of what needs 
to be done. They may represent workable machinery by means of 
which teachers participate in some formulation of procedural sys- 
tems, rules and regulations. Properly handled, this can take care of a 
great deal. Actually, however, such formulations cover only a minor 
part of the day-to-day operation of the school, and even the existence 
of an excellent teachers’ council cannot be thought of as meeting the 
full measure of demands of the democratic principle even as far as 
teachers are concerned and usually has little or no bearing on participa- 
tion of pupils, parents, or public at large. Such plans, formally 
recognized in the administrative machinery, are probably of greatest 
value in assuring a minimum of democracy in dealing with teachers. 
They serve, at the least, the function that a public hearing serves at its 
worst. They are like the bill of rights in the Constitution. Human 
nature being what it is, it is important to have such minimum safe- 
guards. It is not wise to leave democracy entirely to the good will of 
those in power. Such organized machinery of expression should 
therefore be a part of the structure of the school system, and use should 

be found for it so that it is kept in good order against the time of 
real need. 


One superintendent who is a true believer in democracy is using 
such an organization to serve the adaptability principle. For example 
any individual in the school system can present points for discussion 
on any phase of the school system. The members then rank them in 
the order of their interest and take them up in that order. Items 
that are placed at the bottom of the long list a given number of 
times are dropped off. The items include matters affecting teacher 
welfare and items of purely professional interest. The discussions 
obviate the necessity for having other groups— perhaps of administra- 
tors-take time on them. But from the democracy standpoint the 
important thing is that a group, selected by the staff itself, is available 
against the time when some such organization may be necessary as a 
minimum safeguard against an autocratically inclined administration 
or school board. As a democratic instrument it is at present rather 
insignificant compared to what is going on in the way of informal 
democratic administration m the day-to-day work of many schools 
The laws in most states provide some sort of minimum safeguard 
or pubhc participation— in the election of the board, the requirement 

demands o7 thTd^ ^ theS6 ^ Q ° take Care of the 
“ a the , de “ ocratlc P rm ciple for participation of public 

parents, and pupils, than can teachers’ councils assure adequate con^ 
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federation of the personalities of teachers. For the parents the Parent- 
Teacher Association affords a splendid opportunity to enlist parent 
participation. Too often, however, the subjects of discussion are 
outside the area in which parents and teachers can agree on action. 
Instead, the groups work on some minor improvement for the school 
or spend their time listening to reports on what the authorities have 

decided to do. 

For the public at large there is little opportunity for authentic 
participation. In this connection a word should be said about the 
splendid programs of publicity that have developed in many school 
systems. They arc splendid for their purpose, but their purpose is not 
to obtain authentic participation of the public. Their origin is 
primarily prudential. They are based on the pretty well-founded 
assumption that if the public is “kept up on the schools it will not bo 
down on them.” To the extent that this is true they are well worth 
their cost for reasons of prudence and stability. But they should not 
be thought of as expressions of the democracy principle unless they 
are associated with some opportunity to talk back. The channel 
should have a two-way flow. Britton 1 has pointed out how few of our 
channels to the public meet this test and has indicated useful sug- 
gestions for the establishment of two-way channels. 

They may be summarized briefly. Groups should have matteis 

taken to thorn (1) in which they are interested and (2) on which they 
have some channel (not exclusively) for influencing practice. . thus 
the interest of Parent-Teacher Associations is likely to bo in the 
intimate aspects of the school on which the school as a unit can act 
without reference to higher authority. Chambers of commerce on the 
other hand, are more likely to be interested in the economic, and broad 
cultural effects of the school program and m the legal and lmancia 
barriers to greater achievement. Selected publ.e-m.nded citizens 
(including teachers) may be expected to deal with the broad potem- 
alities of education as it has been worked out by the best schools. 1 ‘ 

group should “scheme” with the board of education for school and 
community lietterment so that the school will not lose its perspective. 

SUMMARY 

In (,he discussion presented in this chapter the basic principle of 

democracy is defined as follows: Democracy demands that each human 

being be dealt with by his fellows as a living, growing P 1 ' 1 
flowering organism that has a right to be a participant m decisions thn 

, Hnn-roN, Kn*«r It, unpublished manuscript in files of the MctropohUu, 
Hcliool Htudy Council, New York (sly. 
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stand to affect him. Subordinate to it are political democracy, 
justice, and equality, as treated in the chapters that follow. 

Legal provisions of democratic government are only more demo- 
cratic than those of nondemocratic government; they must take into 
account the other humanitarian principles and also the prudential and 
tempo principles. As a result, administration that sticks to the letter 
of the law may be highly autocratic. Democratic administration seeks 
always to be more democratic than the rule requires. 

All persons in the community are potentially within the purview 
of the administrator when the democracy criterion is under considera- 
tion public, parents, pupils as persons in their own right, and staff. 

The democratic basic principle comes into play in the making of 
every decision from hour to hour and from minute to minute. It comes 
into play in the free decisions, in the exercise of discretion (or inter- 
pretation) of systematic administrative procedures, board rules, and 
state laws. It is an important consideration in the manner of formulat- 
| n S systematic procedures, rules, and laws, and as a check and balance 

m . ttLe . formulation of procedures, rules, and laws that have their 
origin in basic principles other than that of democracy. 

However useful implementing devices may be, they cannot begin 
to take the place of democratic administration of day-to-day, moment- 
to-moment administration; their most important function is to guaran- 
tee a minimum of democracy under reactionary administration. 

Democratic participation connotes more than the right to be told. 
It connotes in addition the right to influence the decision. 




1. Note examples of how some definite rule of action has been followed bv 

demotic tS!rip“ C ° r Wi ‘ h V ” yine de8r “ S em P h “ is °» 

d..lt 2 Jth° W h r a ‘ e “ h ™: “ uncil witt ■ Plan of organization could be 

democratic ^iuciple ”* h «*>** *«"« »' -rfM. on the 

tw 3 h GlV ® exan yf from y° ur experience of the treatment of pupils or parents 
at have stressed the democratic principle as dealt with in this chapter 

law require! “ ^ Can be made more d ^ocratic than the 

in thfs cWer^ So USted bel ° W Sh ° W exam P les of democracy as treated 

th 4Sr" s r r — 

"Cbddr.0 MSrJr- 5S 



114 


PRINCIPLES OF SCHOOL ADMINISTRATION 


time the state specifically grants them the privilege of attending school at public 
expense. In some respects this is in harmony with the principle implied in age 
qualification for voting. It has the advantage of being thoroughly democratic, 
favoring as it does neither the rich nor the poor, the bright nor the dull.” Is the 
word “democratic” used here in the sense in which it is developed in this chapter? 

8. In what fields can democratic administration be most widely used? In 
what fields, because of the other principles involved, must the element of democracy 
be inhibited? 

9. What devices may be used to increase democratic administration? 

10. What advantages are there, per se, in democratic administration? 

11. What skills, attitudes, knowledge, etc., must be developed in those who 
would use democratic administration? 
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CHAPTER VIII 

POLITICAL DEMOCRACY 


The democracy criterion requires, basically, a consideration of the 
personality of the individual. The great stress it has had in our 
governmental experiences since the Revolutionary War tends to 
emphasize its political aspects — the setting up of a situation in which 
individuals will have more to say with respect to the restrictions 


placed around them and the services to be performed for them by 
government. But the basic criterion is by no means exhausted by 
this application. It is afforded opportunity to flower in the other 


associations in which man finds himself his working relationships, 


his voluntary social groups. Applied to these latter relationships we 
think of it as the democratic way of life. Its application to day-to- 
day school administration appears in Chap. VII. The present chapter 
deals with its application to two aspects of government: (1) getting the 
most out of control placed by law close to the people j and (2) exercising 
the principle in the creation of structure. These two aspects are 
covered by what will be termed the political principle and its structuial 


corollary. 

The political principle is one of long standing. It flows from the 
nature of the state as an aggregation of people living in a specified 
territory. Theirs is the control. This principle says, bring the exercise 

of control as close as possible to those affected. 

There is a structural corollary of very great importance: the control 

should be placed by law as close to those affected as is feasible. 

The devices for getting business done may seem to give vast power 
to a single individual or board but are only simplified expressions of the 
complex objective of complete popular control. The final say is never 
as close to those affected as it would be if democracy were the only 
consideration. It is therefore the duty of those placed by law in 
positions of authority to go as far as possible beyond the letter ot the 

law back towards complete popular control. 

The problem is twofold: ( I ) to get the most out of the high degree 

of political democracy we enjoy in education and to safeguard it trom 
encroachment because of overemphasis of other principles, partial ar y 
the prudential ones; and (2) in I he planning of formalized administra- 
tive procedures within the system to become alert to the use ot the 

116 
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structural corollary of placing the final say as close to those concerned 
as is feasible. This emphasizes the first. The second is dealt with 
more fully, along with other principles, in Chap. XVIII. 

More than any other phase of government, the structural pattern 
of educational government today emphasizes political democracy. 
Theories of structure to the contrary, notwithstanding, the control of 
education in most states has been, and still is, close to the people. We 
may say that the educational function is a responsibility of the legisla- 
ture and, legally, this is true. Actually, however, legislatures are 
particularly wary of their acts when it comes to dealing with education. 
They listen to the voice of communities — their creatures, yes, but 
creatures that had much to do with their own creation. Education 
has been, historically, and still is, of the people in a way far more 

intimate than is indicated by the legalism “education is a state 
function.” 


DEMANDS OF THE POLITICAL DEMOCRACY CRITERION 

While most of the discussion of home rule in literature deals with 

municipal government/ if we wished really to appraise democratic 

government, we could hardly overlook public education. In such an 

appraisal it would be necessary to see how well educational government 

produces the fruits that democratic government is supposed to produce 

—what it automatically, without anyone’s planning, has produced. 

Such an appraisal would assume that those who operate the educational 

system were concerned only with the direct purposes of the educational 

system, that the immediate, “selfish” values to the participants in the 

process were, in fact, by-products for which the operators of the educa- 
tional system had no special responsibility. 

There is a great deal of soundness in such a position. We would 
hardly excuse a fire department that allowed houses to burn and then 
tned to justify its failure by saying, “But see the splendid fruits of 
e democratic system of control we operate under. See how happy 
it makes the citizens who talk over with us the problems of fire fight 
mg. If, however, we could have tiptop fire fighters who could also 
through some thought, produce more civic happiness than would 
immediately result from good fire fighting only, we would not T 
prone to refuse them recognition for this greater measure of service 
he political democracy criterion demands this added measure of 

New y““b kT'“ 

College, Columbia UniversiCTS ^ ° f Pub “ons, Teachers 
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service from the “operators” of governmental activities. It urges 
that mayors and governors, park commissioners, and school super- 
intendents give thought to the effect of the governmental system on the 
people themselves. If the operation of the system frees the people 
from the habit of making decisions, the situation is bad. If it has 
no effect on the patterns of popular action, good or evil, the situation 
is good. If it strengthens the ability of the people to cope with 
public problems, it is giving more than full measure — it is excellent. 

The democracy criterion demands more than full measure in three 

directions : 

1 . The system of control may be a channel for self-realization of the participants. 

2. The system of control may contribute to safeguarding popular government 

at the more remote levels — state, national. 

3. The system of control under home rule may make major contributions to 
the education of citizens at all levels of popular control — local, state, national. 

These three demands have been garnered from the many claims 
for the most democratic form of popular government— local self- 
government. They are the three that invoke democracy itself as the 

criterion. 

A Channel for Self-realization 

The first claim will be found among those made in the following 
statements from Borah, Finer, and Odgers, all in fairly recent writings, 
and from that astute observer of American institutions, Tocqueville: 

Local self-government is the great political university where the average 
person is trained for the civic obligations which all sooner or later must 
assume if we are to continue a republic. Initiative, a sense of responsibility, 
political character, a feeling that they are a part of the government, and 
patriotism are all born of that daily contact with government which local 

self-government alone can furnish. 1 

The virtue of English local government, as of all local government, resides 
in its promotion of energetic local freedom. It has already been recognized 
that local government is desirable not only for the services it renders as govern- 
ment, but just as much for the opportunities it offers to men and women o 
enjoy an active participation in the government of the commonwealth a 
in the process, to develop their creative talents and sensibilities To these 
ends freedom, power and status are necessary, and English local authorities 
have received these in generous measure. The process gives rein to and 
generates, enthusiasm and practical energies in thousands of politically con 

. Bokaii, William E„ “Borah on Local Self-government,” Editorial, The 
World’s Work, Vol. 50, p. 128, June, 1925. 
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scious citizens, and these give their services, usually with incredible devo- 
tion, to society without pecuniary reward. The end alone, not any financial 
reward or public recognition, crowns their work. 1 


The principle of local self-government is dear to every Englishman; for 
he knows how large a share it has had in developing the national character and 
in securing to us the liberties which we possess. That principle pervades and 
underlies our whole history as a nation. Local government is at once the 
oldest and the youngest branch of our political system. Township, hundred, 
and shire date back to the days of King Alfred. But we are scarcely yet 
familiar with the Councils which now govern their modern equivalents, the 
parish, the district, and the county. Or take the parish meeting as an instance. 
It is an institution hundreds of years older than either the House of Lords or 
the House of Commons, although it has only just received in 1894 its full 
recognition at the hands of Parliament. This parish meeting was the cradle 
in which our liberties were nursed. It was the school in which our fore- 
fathers learned those lessons of self-control, self-help, and self-reliance which 
have made the English nation what it is. Slowly and gradually they learned 
them, but by such lessons alone does a nation rise to a true conception of the 
meaning of liberty and the methods of self-government. 2 


Local assemblies of citizens (discussing the townships of New England) 

constitute the strength of free nations. Town meetings are to liberty what 

primary schools are to science; they bring it within the people’s reach; they 

teach men how to use and how to enjoy it. A nation may establish a system 

of free government, but without the spirit of municipal institutions it cannot 
have the spirit of liberty. 3 


While democratic forms of government may have as their chief 
pui pose the protection of the rights of the individual as an indi- 
vidual, this argument holds that the very machinery of self-govern- 
ment may become a channel of self-realization. This argument 
should have a particularly strong appeal to those of us concerned with 
the educational processes, themselves designed to further self-real izi- 
tion of “all the people.” Can a mechanism designed primarily to keep 
despotism out of the common efforts represented by government, in 
itse f contribute to the ideals of self-realization? It is like discovering 
that some new tool, designed for “useful” work, without thought for 

user T? 11 rkTfT human response ’ feels g° od to the hand of the 
user, brings light to his eyes, is a joy to use. 
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Safeguarding Popular Government 

Close popular control as represented by local government, is sup- 
ported also as a means of safeguarding popular government at all 
levels. Note the following quotations from Morier, Gneist, and Smith, 
which argue that to safeguard popular control at all levels we must 
preserve close popular control in some phase of our system. 

England in the 18th century deservedly fascinated the attention of all 
political thinkers as the only European country in the possession of political 
liberty. In examining the causes of this strange phenomenon, the conclusion 
arrived at was, that Englishmen were free because they had self-government; 
and that they had self-government because they had had Parliamentary 

institutions. 1 

Professor Gneist . . . explains . . . that the reverse of this is the case, 

that it was because we were free in the old Teutonic, positive, and concrete 
sense of the word freedom, and not in the abstract, negative sense of the 
word liberie that we were self-governed; and that it was because we were se - 
governed in our local affairs that a Parliament grew up in which we weie 
able to govern ourselves in regard to our imperial affairs; m a word, that in 
the received continental doctrinaire view cause and effect had been reverse . 

The institutions of local self-government being facts covering, as it may 
be said the length and breadth of the land, find less actual allusion in recorded 
laws than do matters of a more abstract nature whose reiterated assertion was 
needed to keep before men the recollection of their importance. There wi , 
however, be f omul to he allusions to these i— s scMtemd through t re 

their 'having been always held to be a part of the fundamental institutes of 
this country, and secured by its fundamental laws. 

I oral self-government is really far more important for the protection of 
the rights' and liberties of the people than even parliamentary suffrage. 

The point of view expressed seems to be that we do not guarantee 

*tLT<!c"v*pmc„t of the American system. If the 

. MouisH, n. ... D- » 

T‘s Essays, J. W. Frobyn, Editor, London, Pans 

!f„d Now York: Casscil, Fetter and Galpin, 1875, P- 300. 

nie9al and Pcr " 

,,p. 53 M, D>ndon:S. Sweet, 1810. 

« Ibid., pp. br, 5G. 



COMMON SENSE— HUMANITARIAN 


121 


position is at all sound it would, in and of itself, justify a 
toward local self-government. 



J 1 


A School of Citizenship 

Related also to the interests of those concerned with public educa- 
tion is the claim that local self-government in itself is the chief school ol 
citizenship — a claim which, if substantiated, would justify sacrificing 
considerable in “economy” and charging it up to public education. 
This position is one that is made much of by many writers. It is 
one of the claims made by Tocqueville in the reference on page 119. 
John Stuart Mill stated it succinctly as follows: 


I have dwelt in strong language (hardly any language is strong enough to 
express the strength of my conviction) on the importance of that portion of 
the operation of free institutions which may be called the public education of 
the citizens. Now, of this operation, the local administrative institutions 
are the chief instrument. 1 


Many French writers have deplored the lack of this “school” 
in the French political system as noted in the following quotations 
from Avenel and Patouillet : 


The usage or the cessation of use of a mental faculty produces a certain 
change; likewise a very long abstention from public affairs breeds indifference 
for this type of affairs. 2 


The present complexities of local finances arise from the fact that as the 
administration of new services was thrust upon the State (or central govern- 
ment) it, in turn, solicited participation of local authorities therein. But, at 
the same time, the State kept its prerogatives through its financial participa- 
tion. Hence this entanglement which must be cleared up if we are to bring 
about a just and healthy reform. But how? 3 

As we see it, we must tie local financial reforms to administrative reforms, 
the latter moving toward effective decentralization. 4 


Regenerated and revitalized localism would then become the living cell of 
the nation, of this modern State whose attributions and administrative and 
financial structure we would be better able to delimit. 5 


1 Mill, John Stuart, On Liberty , Representative Government , The Subjection of 

Women , (three essays), London: Humphrey Milford, Oxford University Press, 
1912, Representative Government , p. 365. 

2 Avenel, Georges d’, La Reforme Administrative, p. 27, Paris: Bertrer- 
Levrault, et cie., 1891. 

3 Patouillet, Joseph, “La Crise des Finances Communales et Departmen- 
tales, UEtat Modem , Paris, Jan., 1931, p. 11 

4 Ibid., p. 11. 

5 Ibid., p. 15. 
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Borah, deploring the passing of local government, makes the 
claim along with a stirring claim for local government as a channel for 

self-realization: 

But its capital offense is that of undermining the confidence and destroying 
the capacity of the citizen to assume and meet the duties and obligations ot 
citizenship." The right, the authority of the people to manage and control 
their own affairs of an immediate and local nature, affairs peculiar to the com- 
rnunitv or the state, is a right beyond all price. There is nothing for which 
the people can afford to exchange it. It is the only real democratic principle 
found in our entire structure of government. It means more to the happiness, 
to the dignity and power of those Lincoln lovingly styled "the common people 
than any other right or privilege they are permitted to enjoy. Destroy it 
and the' average citizen becomes the victim of bureaucratic interference 
tortured with its persistent leering upon the affairs of his daily life nnd biir- 
dened and exploited by its chronic inefficiency and habitual waste. If these 
ever was a real struggle for the preservation of the popular voice m politics and 
governmental affairs, it is involved in this effort to reserve and Presem^n- 
the people hack homo the right to control and administer their local .dl.uu 
accordance with local wisdom and local conditions . 1 

Must we, in the hooks of our locally controlled educational system, 
enter a cont ribution to adult education in citizenship on the credit side 
of t he ledger? Is the ent ry in as large figures as it could be if we woie 
to take thought as to this result as well as to the intramural icsu a 

OUR POLITICAL DEMOCRACY BIAS 
These three claims for close popular control: (1) a channel for 

self-realization of the citizen; (2) a safeguard of popular centre o 1 

application of U» |*M d “Zli, 

I w „ m „ y „„t foil to firing doinoomcy into the pictuio, I" , 
tol , tlnng with th„ connidonttion of udoc,u,ttiy, prudonoo, i.ditfit 

ability, oUi. sneaking of the tendency to ignore 

m probloiM of — - 

decentralisation: 

i Bq&ih, op. cii p. 127. 
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We have never had anything approaching a total view of the situation and 
its problems. We do not know what local government, or local self-govern- 
ment, really means. We have never measured the value or even the extent 
of its various services to the social order. The value to individuals of the 
sense of liberty which comes with the feeling of local self-government we have 
never appraised. Many other of the more or less indirect and intangible 
values of local government we have ignored, while we have sought to measure, 
in dollars only, the income and outgo of the system. I submit that if we 
continue to put our stress upon the purely financial phases of the problem 
. . . we will have missed most of the point. 1 

# 

It is not our purpose here to seek to appraise local and central 
governmental forms. Rather, it is our purpose to get clearly in mind 
what is meant by the basic principle of political democracy so that we 
may invoke it in a meaningful way. 


POLITICAL DEMOCRACY AND STRUCTURE— LOCAL 


Local self-government is the clearest expression of the structural 
corollary of political democracy. The demands of other basic princi- 
ples have caused us to fly from local self-government to state and 
national government in one aspect after another. Education is in a 
sense the last bulwark to yield to this pressure. Sometimes the shift 
to centralized government has been justified in terms of its greater 
promise for efficiency in terms of other basic principles. Sometimes 
it has been a flight from known inefficiency to some unknown type of 
inefficiency. The alternative to the known inefficient plan is painted 
in its ideal setting . 2 While educational government has not been free 
from this tendency there is still sufficient home rule to make potentially 

useful a reasoned approach to the reallocation of powers to central 
agencies. 

In applying this criterion to structure, it seems safe to state that 
the actual operation of schools and the decisions as to their nature 
shall be left in the hands of local communities, so long as the results 
attained are judged in terms of other criteria and are as good or nearly 
as good as might be expected from central control. The phrase 
“nearly as good” is introduced to indicate that we are so much inter- 
ested in keeping control close to the people that we are willing to 
suffer some sacrifice, if necessary, in general efficiency and that we will 
never favor central control over local control if, in terms of other 
criteria, the question of relative efficiency does not arise. 


1 Anderson, William, in Exploratory Research Conference, p. 31 

d«sk?“d S SUm '° te ,0r “ d in stn. 
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It should be held in mind that there is no legal right to home rule. 
Where home rule exists, it exists by the sufferance of the legislature. 
However strong the urge to home rule may have been in our early 
history, those who framed our government gave no legal place to it. 1 

Town Meeting 

The town-meeting type of control, which developed in New 
England and still persists, is essentially democratic and provides an 
excellent standard for appraising a local control structure. Here the 
people can meet and decide matters for themselves. Here is literally 
government by the people. In it, as ideally portrayed, we see self- 
realization. Any man with an idea or a grudge may be heard and 
perhaps followed by his neighbors. In it, as ideally portrayed, we 
see the development of the understanding that enables the citizen to 
sense the significance of public debt, civil service, and governmental 
control on all levels. In it, as ideally portrayed, we have the citizen 
growing in understanding and usefulness as a citizen by feeding on the 

very stuff of government. 

As a human institution it may often fall short of the ideal. I re 
town meeting itself may be in need of repair in the light of its ideal 
potentialities; But this need not concern us since it is the town 
meet ing as ideally portrayed that serves as a standard for appraising 
governmental forms, including the town meeting itself as it actually 
exists. Wo may well ask what are the town meetings possible con- 
tributions to democracy, and then seek to find ways ot realizing t rem, 
not only in other governmental forms but also m town meetings. 

Where a board is substituted for a town meeting the law usually 
provides for public hearings, the formulation of budgets and reporting 
L, the public. These are substitutes for critical aspects of the town 
meeting. Where the legal structure does not provide for participa- 
tion of the interested public in the formulation o poh^Y the- 

ing example of this is the township trustee system which has been fol- 
lowed for many years in Indiana. The trustee is elec ed by the 
peoplo. He then has practically autocratic powers. Legally, theie 
an advisory commit tee which has only advisory powers. 

An »teal1y «-> "”’ linB ™‘ y a^w 
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financial meetings of the towns of that state the average number of 
participants is but 12 per cent of the eligible participants and less than 
S per cent of the number eligible to vote for school board members or 
in state or national elections. If such town meetings are indeed 
schools of the citizens, there appears to be need for an attendance officer. 

How a governmental institution can lose its essence is demonstrated 
further by the fact that few towns in the above New England state have 
halls large enough to accommodate as many as 20 per cent of the 
eligible participants. The argument is given that the very existence 
of the town meeting makes it possible for a citizen to protest or block 
action by elected officials. This is purely prudential. As democratic 
instruments such a system of town meetings is more open to criticism 
than some of the less “democratic” forms that have taken its place. 


Emergence of Fiscal Independence 

A consideration of the special nature of education as opposed to 
aspects of local government has been quite generally taken into account 
in the setting up of a system of local control over schools. Education 
deals with futures. Where people meet in the town meeting they have 
an opportunity to differentiate between the long-time values of educa- 
tion as opposed to the short-time values of many aspects of local 
government. They may decide to expand their educational programs 
at a time when a desire for retrenchment may lead them to curtail 
local government extensively. When all the functions of local govern- 
ment and education are placed in the hands of a single elected body, 
and when the only real control the public has is in the election of this 
body, it is exceedingly difficult for the public to differentiate when 
voting between its desires for education and its desires for other serv- 
ices. This point was evidently considered of great importance at 
the time when board government was substituted for town-meeting 
government. As a result, an arrangement was made by which the 
schools were placed under one board and the municipal government 
under another. The school board was given power to tax independent 
of the municipal board. This permitted popular control to retain 
something inherent in the town-meeting type of control. 

Capacity to Participate 

In addition to the “right” to participate, democracy connotes 
capacity to participate. As education has become more complex, 
the strain on popular control has been increased. The one-teacher 
school meeting, for example, can seldom be democratic, for the partici- 
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pants rarely understand the significance of their decisions. This fact 
demands large enough school districts to make possible the employ- 
ment of alert professional leadership. Alert professional leadership is 
needed, not to make decisions for the people, but rather to teach them 
the consequences of these possible decisions and thus to assist them 
to make intelligent decisions. 

In many rural areas the people of the twenties thought that power 
had been taken from them by the state, whereas, as a matter of fact, 
the power was not being exercised by anyone. Home rule had not 
been destroyed by overt legislative acts; it had died for lack ot the 
nourishment of understanding. The understanding of the unaided 
citizen was not sufficient to cope with the problems. Compared with 
the school meetings of the 1900’s, school meetings were dead affairs. 

Some years ago the writer had an experience that well illustrates 
this need for leadership. On a fishing trip in the Catskills he struck 
up an acquaintance with the father of two youngsters of elementary- 
school age — a veteran of the First World War. In a school meeting 
held a week or so earlier, this man had urged the purchase of a new 
map of Europe, pointing out that their present map was of prewai 
Europe. He quoted the teacher as advising, 14 We don’t need no 
new map of Europe. None of these kids is going to Europe. Ihis 
man’s complaint was that, while the state required certain total 
expenditures, there was nothing to spend money for but new black- 
boards and painting the outhouses. Asked why they didn’t pay the 
teacher more, he responded, 4< F>he am t- woith no moie. 

In this case there was plenty of interest and perspicacity. What 
was lacking was information and understanding of educat ional problems. 

One wonders whether those operating the thousands ot school 
meetings in rural areas today are as aware as those active 20 years 
ago that something is radically wrong. What is wrong, it is clear, is 
that popular control of education that is not enlightened control is a 
f. ir co Prudential considerations are gradually hemming it in with 
state regulations. Only a local structure permitting employment ol 

expert guidance will restore democratic control. 

The following section deals with the exercise of such leadership. 
Hut, what that section has to say is meaningless for those vast areas 

where the structure itself denies the leadership. 

POLITICAL DEMOCRACY AND OPERATION OF SCHOOLS 

The Htrueturo i« important in keeping the doer open for ^nnocracy 
Ah a matter of fact, it cornea pretty close to being a moral law that 
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generation has the right to barter away the democratic structure — the 
machinery of democratic government. But the structure can only 
ensure the opportunity. The exercise of democracy is dependent upon 
the hard work of persons; otherwise it lapses into a dormant state. 
The price of the ability to live democratically is eternal vigilance in 
molding democratic forms. The price of living democratically is 
eternal hard work in feeding the democratic spirit. It is easier to live 
as a slave than as a free man. 

The democracy criterion applied to the work of the school adminis- 
trator may be expressed as follows: The operation of any function should 
be such that the participation of the public in forming decisions shall be 
as great as possible. Local or state superintendents should set the 
stage so that their boards of education, state or local, can participate. 
In turn, boards of education should set the stage so that the general 
public can participate as fully as possible. The carrying out of this 

principle places a large amount of responsibility upon the administra- 
tive officer. 


Diluted Lay Control 

If we are guided by the idealized town meeting as a standard, we 
may find a simplified system of control, such as board control, or for 
that matter, an actual town meeting, falling short of the desirable 
objective of wide lay participations in policy formation. What typi- 
cally happens is that the legal machinery is carried through pretty 
much as a form. Hearings are not held to encourage people to partici- 
pate but to meet the requirements of the law. Reports to the public 
aie made not to inform the public but to meet the requirements of the 
law. Under such circumstances popular control is diluted to the point 
where it operates almost solely through a sort of veto power. Policies 
are adopted by the board of education or by the professional staff with 
or without consulting the board of education. The public eventually 
finds out about these policies. If it likes them, it is well. If it is only 
mildly irritated the policies will be accepted. If groups become 
gieatly irritated, a sort of revolution occurs in which educational 
leaders may be ousted, the character of the board changed, and the 
educational program generally upset. The present writer does not 
believe that this is either democratic procedure or authentic home rule 
e actual practice of policy formulation in a community should be 
such as to go as far as possible beyond the minimum prudential 

of C pu hi R C p a it id p a t i on ' ^ ^ ^ ° f 8ome 
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Policy Formation 

Writings on school administration have held consistently that 
school boards should formulate a policy and the paid staff should 
execute it. They state or assume that the superintendent shall har e 
a large part in assisting the school board in its formulation of policy so 
that this becomes a joint enterprise of staff and board. But this is 
not sufficient to meet the demands of democracy. The formulation 
of policy may be Avidely shared with the public. This is not easy. 
We have been content to report to the public. We have not been very 
diligent in seeking Avays of gmng the public channels of expression. 
Possibly the explanation is that one suggested earlier, the feeling that 
education has become too complex for the lay mind. By the same 
token the key that will unlock this door of despond is the realization 
of the essential simplicity of all educational effort when considered in 


terms of the two prime objectives. 

Many important decisions that are made are unnecessarily cast in 

such a form that nobody but professional workers can possibly make 
them. It is the job of the administrator to trace these decisions back 
to the ultimate basic objectives on which persons who will take the 
trouble to enlighten themselves can really exercise a valid judgment. 
For example, the decision as to whether to have a number of special 
guidance officers in a high school or to leave the guidance function to 
home-room teachers with the help of a supervisory specialist is one 
which a layman would find it difficult to make intelligently. But 
back of this policy is the real objective of serving the needs of children. 
An analysis of the problem will reveal the kinds of services to be per- 
formed and the relative adequacy expected of the two organizations. 
The layman then becomes qualified to determine whether he wants for 
his children and his neighbor’s children the kind of results the guidance 
system is planning to give and whether or not he is willing to pay any 
additional costs that might be involved in the plan which promises to 

mvo superior results. 

A vast proportion of the decisions made in the formulation ot most 
school budgets are not analyzed to the point where the layman can 
exercise intelligent judgment. Where such analysis is not ma 
decisions are essentially autocratic rather than democratic even though 
they may be justified in terms of other criteria. Ideally all that we 
in education bears upon objectives we have for growth ofmdmdual 
bovs and girls — what it does to them as persons and as members 
society When reduced to this level, the judgment of the lay P^hcis 

worker must be depended upon to know the results that may 
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expected from a given action, but the decision as to whether or not a 

given result is desired is one which can be participated in widely. 

The professional worker’s realm is comparable to that of t he engineer 

who can tell what it will cost to build a bridge and on whose decisions, 

with respect to the stress and strains on various parts of the bridge, 

action will be taken. But it is not for the engineer to decide whether 

or not the bridge is to be built. The engineer who keeps in his place has 

tremendous influence on ways and means, but his decisions flow from 

objectives in the determination of which he may have had only a 
minor role. 

The Budget as a Focus of Public Participation 

Budgetary practice, now really only m its mlaiicv, was originally 
an attempt to put prudential controls on money management. But 
few if any devices have as much potential in serving democracy both in 
the operation of the schools and in their political control. ‘ Just as 
voting at the town meeting crystallized decisions that had been or 
should have been a long time in process of formulation, so does the 
budget crystallize what should be a vast range of considerations by 
the public and the professional group of the educational program as it 
now exists and as it is to emerge in the near future. Accordingly, it is 
around the budget-making process that the safeguards set by the state 
are usually centered. Looked at from this angle the slow process of 
budget formulation can be the very heart of the procedure of demo- 
cratic control. Neglected, skimped, reduced to dollar counting it, 
can easily become a symbol of autocratic control. There is no wav to 
assure that it will be democratic rather than autocratic except by hard 
work to that end on the part of those responsible for its development. 

It practice is to rise to its opportunities in the formulation of the 
:>u get, it must first start with a far broader conception of participa- 
mn on the part of both the professional staff and the public in a con 

one erat Zh 0f th dUCa nr" 1 P ?T ^ Pr ° CeSS mu8t be a continuing 

public education and must continually appraise present practices 

within the community. Where do they start? What are they for'? 
Do they attain their objectives? “ 

r h When1t P c aCeS ’ r r 

:° n “ e ^»ud g et for the ending year, conltces 

and of interested laymen should be held to give an opportunitv of 
weighing the advantages of the desired changes against costs. Out 
is process a budget should be formed. It seldom if ever will 
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embrace all the things the community desires, but it will include those 
provisions for improvement upon which there can be wide agreement. 
Under such circumstances the adoption of the budget should always 
be a matter for rejoicing on the part of the school board, the profes- 
sional staff, and the public at large, because they are able this year 
to move forward on some plans. It may also be, perhaps, a time of 
disappointment because they are not able to see their way clear to 

make other plans they greatly desire to carry out. 

There is no way by which this sort of home rule can be achieved 
simply by passing legislation. This type of home rule is achieved 
first by the school board and the superintendent in spreading the 
opportunity for the sharing of thinking in the unfolding educational 
program in the community. For prudential reasons the responsibility 
for the decisions should be left in the hands of the school boaid. There 
will always be some matters on which they should make the final 
decisions. These, because of time or other considerations, cannot be 
made a matter of community planning. But the school board should 
hold it as an ideal to achieve democratic participation on the part 
of both the staff and the public to the greatest possible degree. The 
ideal is suggested in the lines quoted by Lord Bryce in The American 

Commonwealth: 


0 it is excellent 

To have a giant’s strength, but it is tyrannous 
To use it like a giant. 1 

Evidence shows clearly that, next to the level on which schools are 
supported, “ what the community expects of its schools” is among the 
factors that most surely determine the quality of the schools. To e 
prudent, therefore, the community must understand what education 
is about and must expect of its schools the best that the schools now 
how to provide. When the community has an understanding of t e 
critical part public education serves in our society, the commum y 
will find itself less puzzled about what it is spending for schools because 
it, will balance over against this commodity of education the returns 
it may hope to obtain elsewhere in the market place Improved 
attitudes as to what to expect from the schools will themseives improve 
the schools. At the same time, improved unde. rs landing 1 ofwhattihe 
schools are giving and can give to the community life w.Up ^ the eon 

Teachers’ salaries, the greatest item of expenditure, will be consideic 

us related to education itself. York: 

i Hkyco, Loud .Jamkk, American Commonwealth , Vol. I , p. > » 
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Reporting to the Public 

Reporting to the public as generally practiced, including minim 
reports and school publicity, flows more fully from the prudential 
principle than from the democratic criterion. But it is clear that if 
would be justified in terms of the democratic criterion alone. There is 
nothing in the democratic criterion that says decisions must be made in 
ignorance. Quite the contrary, if we are to carry out the democratic 
principle effectively, we must continually add to the public’s under- 
standing of what schools can do. The deadly annual reports that are 
all too customary and the closed-door attitude towards informing the 
public of what is going on in the schools do little to contribute to the 
democratic operation of school systems. Even it every decision in 
the schools were made by teachers, or by pupils, the schools would still 

be failing to meet the political principle that flows from the democracy 
criterion. 

The difficulty with depending upon such reports as the sole means 
of obtaining public participation, however, is that they in and ol them- 
selves provide no comeback for the citizen. Informing the public 
with respect to what the schools are doing is only half the task. The 
other half is giving the public an opportunity to discuss and to par- 
ticipate in the discussion of possible future policy changes. Such 
school publicity should not be thought of solely as a device for acquaint- 
ing the public with what is going on but also as a device for stimulating 
the public to take a hand in the shaping of what is going on. 

Pressure Groups 

The suggestion that the pressure group is a modern substitute for 
the town meeting has some merit. In spite of it being somewhat far- 
fetched, this statement suggests a positive, friendly attitude towards 
these groups. The tendency for us to consider all pressure groups 
as bad has undoubtedly contributed to a rather deplorable split 
between the public schools and the public. It is worth while to try 
to work with these pressure groups. Particularly is it worth while 
to take the trouble to get back to the constituents in the group As 

Rope has shown the membership of the group is rarely as strong, for or 
against, as its chosen or self-chosen leaders 1 

f.r»SlT.W 0 r ment , 0f d , emocratic in policy formation will 

orestall the feeling of need for such groups on the one hand and on the 

other, will assist those that exist, or come into existence, to serve a 

positive purpose. They will be a party to the operation of the schools' 

p T F T R ™ r ERICK . 0pinion Conflict and School Support, New Yorl- 
f Publl cations, Teachers College, Columbia University, 1941. 
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STATE STRUCTURE AND OPERATION 

Some educational functions are such that they cannot be operated 
by local school districts without great sacrifice in their primary objec- 
tives. In most states the -pre-service training of teachers is operated 
by a central state agency. In some states the offering of certain types 
of vocational education and of education for handicapped children is 
made the responsibility of a central agency. Sometimes economy has 
been made the deciding criterion in placing a function under state 
operation. Examples are school transportation in North Carolina 
and the textbook situation in many states. In other instances a 
function has been placed in central hands because of a long record of 
local abuse. An excellent example is the all but universal state certifi- 
cation of teachers. Finally, recognition is made of the lact that local 
control cannot be democratic under certain known circumstances. 
An example is the operation by the state department ot education ot 
schools for sparsely settled areas in Maine, and to a lesser degree, in 
New Hampshire. The future may show other types of examples when 
we come to realize more fully the conditions under which local conti ol 
cannot be either effective or democratic. Examples may be control 
of an area by a single corporation or family, a degree of homogeneity 
of population that denies the difference of opinion that democracy 
feeds upon, and a level of financial support that places the schools on 
such a, primitive level as to render artificial most decisions reached 

because they are necessarily below a defensible minimum. 

However, the transfer of a function from local control does not 
mean that the democracy principle may be ignored, either in the cen- 
tral structure itself or in its operation. 

The following statement from Holcombe, addressed to state govern- 
ment in general, applies to the state department of education and to 
such central agents as state university boards of trustees. 

The soundness of the original principles of state government, as under- 
Htood by the Jeffersonian Republicans, has been demonstrated by the 
experience of more than a century. Popular control of the constitutions and 
governments of the states is now more firmly established, the distribution 
of powers is universally more effective, than in the beginning. Both the 
democratization of the forms of government and the redistribution of powers 
have made the state governments better instruments for the service ol the 
people Hut. in most states popular control can be made more complete than 
it is now, and in all the distribution of powers can be made much moic 

effective. 1 xr 

. k, Annum N, State Government in the United Staten, P- W2 > 

York: The Macmillan Company, HWl. 
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The law might well provide for state department budget hearings 
or, better still, conferences through which, over a period of months, 
representative members of the public and certainly local school board 
members could participate in planning the program of the state depart- 
ment. Ihe law might also well provide lor an annual hearing or 
confeience with the governor and members ol the legislature on the 
educational plans including the state department budget such as is 
envisioned by the following recommendations of the Commission on 
the Legal Structure of Rhode Island Public Education: 


Provision should be made for the Governor to call at least one meeting 
annually before or early in each legislative session to discuss educational 
policy. This meeting should be planned for the Board of Education and its 
executive staff, the members of the Committee on Education of both houses 
of the General Assembly, the presiding officers of the two houses, the Governor 
and such other State officers as the Governor may designate. 1 

The principle of democracy as well as that of prudence is illustrated 
by the recommendation followed in many states of placing delegated 
egislative powers in the hands of a state board of education rather 
than in the hands of a single individual as is done in many states at 
present. Ihe intimacy of educational decisions and their peculiar 
adaptability to democratic procedures make this sharing of responsi- 
nty for educational policy more important than the sharing of 
responsibility tor the formulation of policy as to the size and shape of 
automobile license plates, for example. Certainly, whatever may be 
the case, m general, for the single departmental administrator responsi- 
ble to the governor as is provided in the laws of Rhode Island Pemmyl 

vama, and Maine, for example, it is open to serious question in its 
application to education. 111 lts 

be saved from central eZTe^ent * 

responsibility together with the isolation of the central aZTZ 
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should be safeguarded against becoming the typical hearing of bored 
officers taking either a defensive attitude or seeking to put the par- 
ticipants themselves on the defensive. 

The Connecticut plan of organizing regional councils of citizens 
to consider educational problems is a splendid example of an effort 
by state educational officers to broaden participation in educational 
planning. 

In the vears ahead we should watch with the keenest of interest the 
* 

democratic forms being experimented with outside of education, in 
other institutions, in business, in cooperatives, and in such develop- 
ments as the Tennessee Valley Authority. It is claimed that much of 
our present favored practice had its origin in experimentation in 
control of religious institutions such as the English parish church and 
the New England Congregational Church. We do not necessarily as 
yet have the bust word in devices for promoting the democratic 
principle. 

SERVING DEMOCRACY AND GETTING THE JOB DONE 

Those who seek to serve the democratic principles must keep in 
mind the purposes t o ho served: (1) to give a channel for self-realization 
of the citizen; (2) to provide a safeguard of popular control; and (3) 
to educate citizens. Lifeless democratic forms are worse than useless. 
They waste the time of all concerned and interfere with efficiency. 
Hie ad minis! rat or must continually balance the benefits in these three 
purposes with the basic purposes of the organization. Sometimes ho 
must forego providing any opportunity for public participation and 
act according to the letter of the law defining his powers and responsi- 
bilities. Seldom if ever can he make the democratic purposes the sole 
ones. II is action must be the result of democratic demands and other 
controlling principles. Ho must hold the democratic purposes as 
ideals to strive for, but he must not forget that the organization for 
which ho is responsible has its own prime objectives for which the 
attainment of the democratic purposes alone cannot atone should they 
fail to be reached. lie should do his job as democratically as possible, 
but he must, do his job. Clearly the effective administrator is the one 
who can manage to avoid most bottleneck situations where autocratic 
action is necessary to uchiovo the primary objectives. 

CONFUSION OF OBJECTIVES 

Democratic forms have fruits other than the three listed above. 
They are defended from the onglo of prudence, stability, adaptability , 
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and flexibility. It is easy, therefore, to center attention on possible 

by-products and fail to take those steps which achieve actual demo- 
cratic purposes. 

The spirit of democracy can most easily be prostituted by practices 
based on narrow prudential considerations, since prudence can be 
served so much more easily than democracy. Asking the advice of 
many people for the more or less unconscious purpose of protecting 
oneself against the charge of autocracy may be prudent, but it will 
hardly achieve the democratic objectives, which come from true par- 
ticipation springing from the honest regard for the personality of others. 

An administrator may quite justifiedly promote broad participation 
m policy formation because he wishes to get the best solution to a 
problem. He may use other persons as a sort of go-and-no-go gauge. 
Either his proposal passes in terms of the experiences of others or it does 
not pass. The experiences may be limited but they will quite likely 
be different from those of the professional worker. This is the reason 
that occasionally a beautifully developed plan fails to obtain public 
approval. . It fails to take into account phenomena which are outside 
ie experience of the man who developed the plan. So there is a 
prudential reason for taking as many issues as possible to the lay public 
en ire y apart from the political democracy reason of having the 
demons made by the public. This in itself is a course of action that 
has often stood the pragmatic test. But its purpose is not democratic 
however well it may incidentally serve democratic purposes. 

of ob ecave™” 8 StatemOTt from Fairlie sho "' s of such confusion 
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impressed with theoretical arguments against it, that he would not oppose ita 
extension wherever it promised to give good results . 1 


The confusion lies in the failure to define the objectives of local 
control. Fairlie leaves the impression that his early support of local 
control came from his belief that it better achieved the prime objec- 
tives of the service. Seeing later what he considered a better means of 
meeting the prime objectives, he dismisses as theoretical the concomi- 
tant objectives such as serving the democratic principle. It would 
seem to be a fairer appraisal if these “ theoretical” objectives were 
brought into the open and their advantages balanced against imme- 
diate improvement in attaining the prime objectives. He might then 
have come to the conclusion that the advantages in attaining the prime 
objectives did truly outweigh the loss in the concomitant objectives of 
t h( k democracy principle. Hut t he writer ventures to suggest that he 
would not have disposed of them so easily as he does here. 

As a final warning it should be said that the very democratic objec- 
tive's close popular control is supposed to serve are the important 
things, not tin* device of close popular control. Perhaps this is what 
Fairlie really meant. Close popular control is a device and, being a 
device, may perhaps be superseded to advantage by othei devices. 
A blind faith in a form of control might easily lead us to a place where 
we would be holding a birdies* cage. In reality, the very system of 
public education is another device for achieving the same three objec- 
tives. We need to consider how much we can sacrifice in the program 
it, Keif t o make it serve purposes which perhaps were not well served by 
any other device in the early years of our history. We must also con- 
sider whether alternative forms of control might not be made to 
contribute as much. The latter is suggested by various protagonists of 
centralized control. Chovillard's comments on Tocquovillc are to the 

point: 

The fundamental error of M. do Tonquevillo in this particular, 1ms been to 
believe that administrative centralization lessens in men tho civic spirit anc 

in harmful to the development of social forces. . 

Centralization does not obstruct tho development of social rrfoinw. 
may, in certain cases, retard it but, in turn, what compensation it offeis for 

this slight delay (or inconvenience) I 1 

> Fairlih, John A., Loral Government in Counties, Towns, and Villages, p. 247, 

de la Francs el de la Centralisation, Vol. II, p. 207, Pans: Durand, 1802. 
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The least we can do is to keep our eyes on the objective and avoid 
developing an unreasoned attitude of awe toward the devices supposed 
to serve them. However, this does not mean that the decision can be 
made m terms of the effectiveness of the device alone. Local control 
maintained, even though poorly used, is an instrument ready at hand 
or the use of future, more ardent generations. Central control that 
lorgets the democratic principle leaves no instrument readily at hand 
to the people themselves. They must depend on the good will of the 
administrator since centralized structure only gives opportunity for 
democratic administration; it does not insure it by law. In the 
s terminology, an injunction to administer democratically will 
not he Having once relinquished it a people mil hardly regain local 
control short ot revolution or the growth of new services of government 
outside the accepted sphere of centralization. The long, vain struggle 
the Fiench regionahsts bears testimony to this. The deaf ear of 
authorities to the cry for local autonomy in the communities of our 
large atms is another indicator of the difficulty of inserting an opening 

No attempt has been made either to enhance the extremelv Umiior? 
powers of 54 local school boards in New York 

tance m spite of efforts to make use of them tk f rea f ng „ lm P or - 

r is Hr ~ 

of a new infusion of life and pHup of ^ ’ la /e S10wn no sign 

;n restoring their ^ 

control has been lost by lack of exercise. * f educational 
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gathered, makes the final decision . 1 He does not raise the issue as to 
whether the final say on certain of the matters under consideration 
should hv law he closer to the people of the Tennessee Valley. He 

doer not raise the issue of the structural corollary of political democracy. 

He deals rather with how democratically inclined administrators can of 
their own free will consider the personalities of people affected, even 
though these administrators are answerable only to a very remote 
authority. The structural corollary of political democracy would 
raise 'the question as to which of these matters for decision can without 
too much danger (prudential) be left to the people of the Tennessee 
Valley so that they will not be required to depend upon administrative 

g0< The "structural corollary derived from the political democracy 
principle demands that in the setting up of the legal structure for 
education we leave final say to the local communities inso ar as we 
dare (considering other principles). In addition, it would seem o 
demand that in the setting up of operational procedures such as 
assignment of teachers, determining courses to be offered and develop- 
ing plans for sweeping buildings, the final say might well be put loser 
, () the persons affected than the superintendent of schools and bo 
of education. This structural corollary demands that we leave 

democracy as possible to the good will of the relatively remote 

,Ult li’ere' in t he sett ing up of operational procedures, is where political 

rrr "T/r 
* r — .rvfr'z; 

takcH in tho diHouHHion. 

SUMMARY 
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feasible by legal provision. From the administrator’s viewpoint the 
problem is twofold: (I) to get the most out of the high degree of 
political democracy we enj oy in education and to safeguard it from 
encroachment because of overemphasis of other principles, particularly 

T 

the prudential ones; and (2) in the planning of formalized administra- 
tive procedures within the system to become alert to the use of the 
structural corollary of placing the final say by law as close to those 
concerned as is feasible. 

The strength of the principle seems to lie in the believed outcomes 
from close popular control of governmental enterprises. There are 
three such outcomes claimed: 

1. I he system of control may be a channel for self-realization of the partici- 
pants. 

2. The system of control may contribute to safeguarding popular government 
at the more remote levels — state, national. 

3. 1 he system of control under home rule may make major contributions to 
the education of citizens at all levels of popular control— local, state, national. 

Hie administrator would seem to have some responsibility for the 
achievement of these direct products of the system he is required to 
use as a means to serve the usually recognized educational objectives. 

Local self-government is the clearest expression of the structural 
corollary of. the political democracy principle. In education it is 
found in various degrees of actual popular control from the town meet- 
ing to the city board of education. The school board fiscally inde- 
pendent of municipal government is defended as being subject to direct 
popular control. 

Much of the practice of school administration appears to be 
designed to keep public influence on the schools at a minimum. If the 
advantages of home rule are to be achieved, school authorities must 
work at it. The formulation of the budget provides an excellent 
oppoitumty for home rule functioning but usually does not become 

. ° ' u bhcity programs need to be broadened so that there is a 
two-way channel, not only to, but also from, the public. 

loth the structural and operational phases of functions that have 
been centralized m the hands of state authorities will yield to con- 
siderable improvement in terms of the political democracy principle 
r , lts °P eratl0Q al aspect political democracy is always suffering 

: f the ? aim r n the t 

corollary, it 
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CHAPTER IX 


JUSTICE 

Like political democracy, justice may be considered a special 
application of the more general principle ot regard for the individual. 

It deals particularly with the avoidance oi violations. In 1 he Rcpub- 
/fc, 1 Plato says “injustice creates divisions and hatreds and fighting 
and justice imparts harmony and friendship. Also, as in the case of 
political democracy, reference in this book is to a sharply defined 
application to the problems of school administration. 

The need for separate treatment arises from its special position on 
the scale of regard for the individual, lhe democracy piinciplc is 
tied up with the flowering of personality. It is on the positive end of 
the scale. The justice principle' is concerned not so much with stimu- 
lating or assist ing the individual personality to (lower as with protect- 
ing it from harm. The courts operate at this extreme. They deal 
with injustice rather than justice and limit their activities in this 
realm largely to cases involving breach of contract or personal or 
financial injury. And even hero they work only on appeal. Other- 
wise judicial justice is blind. 

Just administration tills the gap at the point where the courts 
leave off and the democracy principles take up. But after all, it is 
the same scale and it is highly improbable that much injustice w> 
creep into a truly democratic, administration. However this may be, 
the principle of justice, thought of as justice rather than ns democracy, 
is a splendid keen-edged tool for every administrator to have at lus 

' ' "what is referred to in this book ns justice is tied up with the sys- 
tomisJation aspects of administration. Wo have noted that » 
tion t akes the form of standardised procedures, board rules, regulations 
and laws. We have noted also that this leaves a great deal to fiee 
discretion all the u ..systematized powem-nnd to discretion 
interpreting systematic, procedures, rules, and laws. Justice has to 
do with the protection of the individual from unfair treatment arising 
from the overrigidity of systems of procedure, rules or laws on t m ^ 
hand, and from tho arbitrary use of discretion on thcotho . 

i Jowott Translation, Now York: Dial Prnss, Ino. 
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mer arise from inadequate foresight in drafting the procedure, rule, or 
law, the latter from failure to exercise well-balanced judgment in the 
exercise of discretion. 

Administration thus has to play a rather narrow fairway between 

arbitrarily exercised discretionary powers and too rigidly applied 

uniform rules. When the ball falls in one of the roughs it is generally 

cast out unceremoniously and too often lands in the other rough. 

Only in rather extreme matters is the individual protected by the 

couits. ISot all matters that we would like to think oi as representing 

justice are subject to adjudication by the courts. For example, a 

rule requiring every teacher to spend an hour on the playground may 

result in absurdities. Some teachers, otherwise quite effective, would 

be liabilities on the playground. Requirement that they put in the 

time would be absurd. Other uses for their time should be found 

Yet a rigid interpretation of such a rule would lead to an injustice to 

ceitain persons that would hardly be accepted for review by a court 

even if the individual were disposed to make a case of it/ Legallv’ 

there is no injustice. Morally, there is. As a matter of fact there is 

a wide realm in dealing with employees, pupils, and parents where the 

promotion of justice is a matter of conscientious administration rather 
than oi legal compulsion. 

The area in which it is most violated is in the development of 
systematized administration, through procedures, rules, and laws 
During the past half century school administration has been in the 
process of systematizing its field. Rules and procedures found o-ood 
in one community are taken over by another without analysis to 
discover what injustices are involved. Uniformity of procedure has 
hus become a sort of fetish. We say, - Y„ u al , treated just Me 

erybody else, so what is there unjust about it?” In short we tend 

^TdTo" " " " Unif ° rmly aPPUed - And argument 

The writer ventures to propose that there is no merit whatever to 

SHORTCOMINGS OF ADMINISTRATIVE JUSTICE 
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tho court calendars, or to have advantage of expert interpreters, have 
sought to make the state superintendent a sort of chief justice over 
cases of an educational nature. Let us now consider the difference 
in the position of the state superintendent and that of the court in 
passing on an appeal from the operation of a state department regula- 
tion The commissioner is asked to consider whether the individual 
case is so important as to upset the operation of a procedure that he 
believes in to the extent that he himself, as a legislative agent, has 
promulgated it or has recommended it to a state board that has per- 
formed the legislat ive act . No matter how honest he may be, it would 
,cem difficult for him to put the injustice to one person over against 
the desirability of maintaining general orderliness through the main- 
tenance of the system. The court, on the other hand, is not personally 
concerned with the particular orderliness that the rule or system has 
set up It seems probable that it would be much more likely to 
upset the system to assure justice to the individual. In discussmg 
notations of the power of state officers, Hamilton and Mort after 
citing instances of reversal of state administrative officers judicial 

pilings, speak to this point as follows: 

It is interesting to note that in the Now York, California, and Penn- 
hV , , c just discussed there were apparently efforts made tosubordina 

hod rights to the preservation of the symmetry of a set of cduca lonal 
,n Wl the courts have no hesitation whatever in ruthlessly 

mlos. It h " s urn if convinced that personal rights 

cutting through s a i • ■ • courts are disposed to 

if"®; 1 z;: mu. «.,* .< 

throw fine distinction I ... id legal matters If they are mentioned, 
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it, is fipp^rf n - y y /< Irivo ns little regard for inflexi- 
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r£hi especially if the rights are vital, tho former must y.eld to 
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courts, both state and federal, from the enthusiast who would sub- 
ordinate the individual to the system, but this is not enough protection. 
There is a wide range of instances of subordination of the individual 
to the system that are not sufficiently crass to give rise to court cases. 
The administration interested in the basic principle of justice rather 

than in simply getting by within the law, will avoid these instances 
in the treatment of staff, pupils, and parents. 

For justice to operate, the dependence is in the vast majority of 

cases on the administrator or the board, an individual or body that has 

a personal interest in the maintenance of the given procedure or rule. 

One suggestion is that the administrator be aware of his own probable 

bias and, as a matter of administrative ethics, seek to achieve an 

objective view of the importance of the system he has had a hand in 
creating. 


une ot the interesting court cases had to do with the right of the 
pupil to have the cost of his tuition paid for by his board of education, 
ffis occurred m a Pennsylvania township school district which had 

h ™ C atkmaI Ugh Sch ° o1 - The P u P i] and his Parents 
decided that the courses given in a nearby borough school system 

better fitted his needs. The local school board refused to pay his 

tuition on the grounds that since they offered high-school education 

they were not duty bound to pay tuition to another high school The 

case was carried to the state superintendent. He supported the con- 

en ion of the board of the township school system. The case did not 

stop there, however but was taken to court. According to the court 

schoof h 8 ° f Wh K t u r® de P artment ^ d to say about the vocational 

e atlnt 1DK K SSTSrV- 'T' “«» adequat 

treatment. It ruled, therefore, that regardless of 

made by the state department of education, the pupil was entitled' to 
have lus tuition paid to the other echool district 

smooth 6 workhqj 2 *!*£££ f ““ ““ “ d th ° 

the court’s treatment of the case was more defSSble th"* “/T*, ll '“ l 

men^ven by the ^ 

courts. SchoolTdiStrlTore conSr^i^th th^ g6t t0 the 

of the schools are alert to such instant and e ^ mtabl ® operati °n 
court regardless of the disrupting effects unnn th the ^ 08ltl0 ^ of the 
preconceived administrative system It if? ©smooth working of a 

the administration may not feel iustifi^ t ™ that m 801X10 Stances 
that the law means what it oughtC^. ^ 
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superintendent nor the state superintendent may feel justified in going 
this far. It would seem, however, that the risk of having the case 
taken to the courts because they have overstepped in the interests of 
justice would in the long run be less than the risk of harm done by the 
denial of just ice. 


THE CASE FOR UNIFORMITY 

Hut this is only one side of the picture. Unjust as stereotyped, 
uniform procedures may be, they are otten to be prei erred to the 
justice meted out by an administrator with discretionary powers with 
which he is not. competent to deal. The administrator with his coterie 
of personel pets, his particular, emotionalized hobby to ride; the admin- 
istrator whose stereotype of a good administrator is one who has the 
answer before the questioner has come to his question mark; the 
administrator who enjoys grandstand plays that demonstrate that he 
is fn*e from the rule of precedents is the type of administrator who is 
on t he negative end of the scale of justice. Those who must work with 
him will tend to favor the injustices of uniform rules to the type of 
justice they bar from him. As Adam Smith put it long ago in con- 
sidering fairness of taxes: 

The certainty of what cadi individual ou K ht to pay is, in taxation, a matter 
of ho irrcat importance, that a very considerable degree of inequality, it 
appears, I believe, from the experience of all nations, is not near so grea an 

evil as a very small degree of uncertainty. 1 

This then becomes a case of tossing the ball from one rough across 
tho narrow fairway into the other. Uniform rules, like state laws, 
assure a minimum of justice from those in whom there .s no justice. 

Also there are areas of administration where it appears that few 
if any administrators can successfully exercise discretion, these may 
differ with local situations and with particular administrators. 

Ono area usually considered to fall in this category is He align- 
ment of salaries to teachers in accordance with ment. q 

customary to decide salaries in terms of years of service and amou 
of training. 'I’his is patently unjust, since, while there is some rclati 

maturity and quality of -orvioe anil between -nation m 
amounts of training and goodness of sorvico, the relationship mi 

i Tho difficulty is in making judgments on md 

quality that will la; ac„„„M » 

public or of thofl© of tho teacher, con..donng thomnolvc diner 
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against. Accordingly, all concerned are pretty well content to accept 
the inadequate uniform solution in preference to the inadequate indi- 
vidualized solution. 

Here again, we are forced back to the conclusion that the essential 
question of justice positively achieved becomes a question of the 
administrator. He must be competent, farsighted, and spiritual^ 
inclined to justice if he is to keep the ball on the narrow fairwav 

lr 

between the rough of uniformity and the rough of arbitrariness. 

The following, quoted from Brecht, may prove helpful to adminis- 
trators seeking to be just in “act, law, or judgment”: 


I have tried to show that, despite the great number of questions which are 
not definitely answerable with scientific means — particularly those regarding 
the hierarchy of supreme values— it is, nevertheless, possible to isolate a few 
elements which can be said to be embodied inevitably in any idea of, or demand 
for, justice. These invariant elements predicate on such matters as that any 
act, law or judgment, to be just (objectively or subjectively), must be based on 
a true statement of facts and a true or valid hierarchy of values (objectively 
true or subjectively meant to be true); that the accepted hierarchy of values 
must be general in character and not chosen arbitrarily from case to case; that 
things equal according to this system of values must be treated as equal; that 
individual freedom is not encroached upon beyond what conforms to the svs- 
tem of values and never, on pain of punishment, beyond the necessities' of 
nature. These elements are not mere reflections of arbitrary definitions as 
one might rashly surmise. They can be traced to inescapable factors in our 
human equipment. I tried to anchor their validity— more carefully than did 
natural-law theories with their broader postulates— in the exacting severity 
of the method applied (multi-test theory). These invariant requirements o'f 

bearing^ 6ntary * &St C ° Utd b<? Sh ° Wn t0 have a 6™* practical 


JUSTICE AND STRUCTURAL SETTING 

u P iI hCat i 0nS , ° f the justice P rinci P le to the structural set- 
ting m which the schools operate are given below. 

Equity in Contract 

fl J^ Pr ; nCipl6 r equ *ty (justice) plays an important part in the 
individual against the convenience of the school sZLt Tn 

California Law Review', VoL2®, “ d ^ PhiloS0 P h y.” 
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cases, however, involve the welfare of the schools as opposed to the 
desires of the taxpayers in general. When the case comes to the rights 
of the individuals under the contract and the welfare of the schools, 
there is a strong tendency for the courts to protect the individuals. 

A recent interesting case is to the point. A change in the Indiana 
tenure law resulted in the loss of tenure by a certain class of teachers in 
the state. This was taken to the courts as a violation of contract. 
The state courts ruled that the legislature had the right to change the 
law, stating that the legislature did not lose the right to legislate by 
the exercise of that right. When the case was carried to the United 
States Supreme Court it was not fully accepted for review but the 
action of the state supreme court was reversed on the principle that 
because of its wording, the tenure law was in the nature of a contract. 
Regardless, then, of the desires of the legislature to change its policy, 
the United States Supreme Court denied it that right because of the 
sanctity of the principle of contract. Here was the safeguarding of 
the individual over against what was considered by the state legislatuie 
and the state courts as the welfare of the school system. 


The Constitutional “Uniformity” Dilemma 

The prevalence of the constitutional rule that legislatures shall set 
up a uniform system of education or of the more general rule concern- 
ing uniform applicability of laws put the courts in a dilemma for, as we 
have noted, uniformity tends to breed inequity. It is interesting 
that the courts have found ways around this. They have wriggled 
themselves out of the obvious inequities involved in absolute uniform- 
ity by interpreting that such basic regulat ions simply require uniform 
treatment of a normal class of communities or of individuals. This 
common-sense way of meeting a situation that is fraught with inequity 
has much to commend it to school administration. 


Equity in School Support 

The justice principle has played an important part in the develop- 
ment of state financial programs. Strayer and Haig, in setting fort 
what they called “the equalization of education^ opportunity and of 
school support,” gave a principle which was an admixture o the e basic 

principle of equality of opportunity and the principle of equ y. 

said that the states should set up a minimum program 

no locality should bo allowed to go and should so arrange the financing 

of this program that the burden should fall upon the people maH 

localities equally in accordance with their taxpaying * ’ 1 
demand for a minimum program was a demand for equality opp 
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tunity. The demand that the burden should be equally distributed 
was an expression of the justice principle. 

Equity in Tax Legislation 

The principle of equity has played an important part in the formu- 
lation of tax laws, particularly with respect to the fairness to different 
groups of taxpayers and with respect to the assessment of property 
for tax purposes. It is interesting that the old notion of uniform rates 
as an expression of equity has largely given way in theory and, to a 
very large degree in practice, to the introduction of different rates 
for different groups of taxpayers. In other words, it is not equitable 
to tax the income of a man making 50,000 dollars a year at the same 
rate as that applied to the income of a man making 5,000 dollars a 
year. The piinciple that a tax should be neither progressive nor 
regiessive in the sum total effects derives from the equity principle. 
Progressive taxes fall too heavily upon the rich; regressive taxes fall 
too heavily upon the poor. The task is to get a scale of rates which 
will fall with equal burden upon both the rich and the poor. 


SUMMARY 

Justice demands the protection of the individual from rigidity of 

systems of procedure, rules, or laws on the one hand, and from arbi- 

tranness m the exercise of administrative discretion on the other. 

us defined, it is a corollary to the basic democracy principle of 
regard for personality. 

Administrators, in exercising discretion and in purveying adminis- 
trative justice, should guard insofar as possible against the temptation 

give undue weight to the maintenance of the system. Judicial 
justice is freer from such bias. 

Mistaking uniformity for justice is a common error. The courts 
have developed interesting subterfuges to avoid literal application of 

rr rii u 2 u r 0 r % of r° rmity - But th - « 

25T,. an example^ “ * -ifo™ 

an “tf f - 

S y tod“dT“: ma e t r bIi f “ S tUS PartiCUlar r 

good administration. ’ J tlce must come from 
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CHAPTER X 

EQUALITY OF OPPORTUNITY 


Equality of opportunity, like political democracy and justice, is a 
special manifestation of our society’s elevation of the sanctity of the 
individual dealt with in its general applications in ChapJ£IL Whereas 
the earlier chapters have large bearing on adults, public and staff, 
this chapter deals mainly with the recipients, actual or potential, 
of the services of the school. This chapter seeks to narrow the princi- 
ple of Equality of Opportunity down to its unique meanings so that 
it can become a sharp-edged administrative tool. 

CRITICAL RELATION TO ADEQUACY 

At its core the term is associated with the removal of, or compensa- 
tion for, shortcomings outside the control of the individual that stand 
to keep him from taking advantage of opportunities that society has 
come to accept as normative. 

Let us first look to the question of adequacy of opportunity. So 
far. as equality is concerned, this is whatever the group accepting the 
responsibility for equalizing makes generally available— not the best 
but rather the norm. Thus, in a community, equalizing opportunity 
is concerned with eliminating barriers to the realization of the educa- 
tional program its organization presumes for the great mass of children. 
These barriers may be of various types. The program itself may not 
be sufficiently flexible to provide each child an educational opportunity 
that for him is as good as the given educational program is for most 
children. This may call for more courses. Perhaps the family may 
not be able to provide clothes, lunch money, or transportation, or may 
not even be able to dispense with economic returns from the young 

person’s services. 

If there is a feeling of responsibility on the part of the state as a 
unit, the picture as to what is normative in education may be quite 
different. Here what is usual in the entire state becomes normative 
and to the barriers listed above will certainly be added the barriers 
of financial support involving whole school districts. The same argu- 
ment applies to the nation as a whole. Here the national usual 
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becomes normative, and to achieve it financial barriers will involve 
entire states. 1 


EQUALITY VS. UNIFORMITY 

Care must be taken not to confuse equality in its historical sense 
in America with the arithmetical concept of sameness or with the legal 
concept of uniformity. The equality concept holds that no individual 
should be handicapped in the race of life. In its educational applica- 
tions it may be interpreted as demanding that no child shall be given 
an educational training less than that reasonably required to fit him 
for life as a contributing member of society. An early Pennsyl- 
vania leader expressed it when he called upon the legislature to “so 
vote that the blessings of education shall be carried home to the poorest 

child of the poorest inhabitant of the meanest hut of our farthest 
mountains.” 

Strayer and Haig in the Educational Finance Inquiry expressed it 
tocart^h n S fc tat< 5 Sh0l , lld SGt UP a minimum Program below which no 

non that would deny superior education to some. It it an upward- 
lifting concept, not a depressing concept. 

thV nfU6ed ( t !‘i nld ° S t boUt eqUilIit ’’ of opportunity has been one of 
cheei , the T empW 0n Particularly within !oca 

whXffh V‘ g ‘° S f mit ° neSelf t0 a common course oCcedurt 

hether that course of procedure meets one’s needs or not On tN 

contrary, equality of opportunity means the discovery of tW 1 

must have special considerations in order that they m Z n t' n h ? 
a fair chance in the race of life J not ^ eni ed 

backgrounds which may handicap ddiZSd'SX 
same school, have different materrals’to 

grams other considerationTtOm equrtitT do' 11 S °; Called equalization pro- 

these other reasons what is normative mav be I'm ^ 

federal equalization program might seek to make n ” 6 3 lnadequate - Therefore a 

now normative only in the two or three states hlv n T ^ type ° f educatio « 

is not ‘equality” that demands this higher norn ^ programs - But it 

accepted, for whatever reason, they involve new D 7 nonns a «’ 

among states and communities but Lo 7Z * ZZ t T °1 T** not ^ 

, S ™V ER ’ George > and Robert M Haig AL p- the schools themselves. 

State of New York, The Educational Finance’ Inn T ™ 9 ° f Ed ucati ™ the 

The Macmillan Commn„ mo, ance -“iquiry Commission N™ 
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for some special community one school must have a smaller teacher- 
pupil ratio or services of a more costly type. It may mean that some 
school or some class will demand a teacher with superior abilities along 
certain lines. It may demand differences in plant, differences in special 
rooms, differences in health service, differences in supervision. So 
what equality of opportunity certainly does not mean is uniformity of 
offering or uniformity of administrative treatment. 

PROGRESS TOWARD EQUALITY IN SCHOOL PROGRAM 

The earlier notion that all children should have the same curriculum 
largely controlled the schools in the early part of this century when 
the psychological discoveries with respect to individual differences 
were coming to the fore. The discovery of the untenability of the 
formal discipline theory along with the realization of a wide range of 
ability gave rise to the movement for varying the opportunities that 
the doors opened. Equality of opportunity required not only the dif- 
ferentiation of the rate of speed; if required also tho adjustment of the 
highways of education over which children should travel. We are 
still in a period of a.djwstment to these discoveries. 

Children are taken out of the regular classroom and placed in 
special classes Lees, use of their inability to learn to read. Then, 
instead of providing them a curriculum fitted to their abilities and 
needs, a vast proportion of the time is spent in teaching them to read. 
Equal'll y of opporf unity would seem to demand that children who have 
little promise of ever learning to read well enough to use reading as a 
fool for learning (as opposed to following simple directions), should not 
spend their days in lea. ruing to master a skill doomed to be useless. 
We should go about the task of providing them with educational 
experiences through other mediums than tho printed word. Of 
course I his assumes that the purpose of education is not the teaching 
of reading but that tho teaching of reading for most children is to give 
them a tool by which to get, vicarious experience. If this latter inter- 
pretation is correct, the waste in a child’s life teaching him tools 
largely useless in getting vicarious experience is a denial of adequate 

educational opportunity. , 

Equality of opportunity demands that wo recognize the fact that at 
tt ny given time children of any ago group may have a readiness for 
growth at widely differing points not only in the arithmetic book but 
in tho wholo range of lifo development. Equality of opportunity 
demands that a child bo given tho right to grow along those useful 
linos whoro ho is ready to grow. Forcing him into a preconceived 
pattern of activity tho sa.no for all is to deny him his opportunity. 
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The problem becomes all the more serious on the secondary level. 
The challenge of the Civilian Conservation Corps camps made many 
people realize that what were considered to be vast adjustments in the 
secondary-school curriculum in the past fifty years have gone but a 
short way in providing all youth its opportunity. The secondary 
school and the elementary school too, for that matter, have remained 
too closely within the walls of the schoolhouse to be able to provide 
equality of opportunity. It has interpreted educational experience 
too strictly as learning vicariously. When our secondary schools have 
provided equality of opportunity, we will find the gap between the 
present high school and the C.C.C. camps entirely bridged and a much 
smaller percentage of activity for young men and women will be carried 
on within the walls of the schoolhouse. 

Equality of opportunity demands that we cease taking the stereo- 
types of education in the past as the purposes of present-day education. 
In giving each child his opportunity we must cut through the red tape 
of tradition and realize that it is our task, however it may be done, 
to prepare each child for his place in the world of work; to develop his 
mental, physical, and moral stamina; to help him improve his present 
home life, and to prepare him to establish in time to come a strong 
contributing family cell to society; to help him learn to use his leisure 
creatively for himself and for others; to make him an independent and 
dependable member of society by giving him the requisite skills 
appreciations, knowledges, and ideals; and last, but not least, to teach 
min to think. Anything about our schools which fails to contribute 

o these ends for any given child or youth is not education for him 
however sanctified it may be by tradition. ’ 

Equality of opportunity demands that we seek those things which 

handicap the development of any child or young person along these 

nes and remove or adjust for the handicaps. We see equality of 
ppoi um .y acting dramatically in the wonderful schools for the 
crippled. Less dramatically, but nevertheless insistently, it operates 

young :d u r e P ° f the deVel0pmmt 0f P rac, .ically every child or 

RELATION to family economic status 

There are other forces that stand in the way of carrying out the 
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adults in the past few years have shown that vast numbers are handi- 
capped by the financial status of their families. It was not so many 
years ago that most of the youth of America was considered an 
economic asset. On the farms, and only less so in the cities and vil- 
lages, children became useful at an early age. The writer remembers 
middle-aged men and women talking of the prosperity of younger 
men and women. One of the assets they never failed to mention was 
boy babies. They would say, “John and Mary have some good help 
coming on.” Hut the day when children were an economic asset 
has disappeared lor a vast, percentage of our population. To provide 
present expectations in educational opportunity cluldien are an eco- 
nomic drag through childhood and the early adult years. The result 
is that many have been denied access to doors that to the casual 

observer appear to be tally open. 

The development a few years ago of National Youth Administra- 
tion aid was a step in a direction of correcting these economic diffi- 
culties. It. Is altojy dTieFlTfci'ly that we will go much farther. As a 
matter of fact, certain other countries have already gone farther. 
In the Union of South Africa, for instance, many schools have dormi- 
tories where t hose who are able to pay for their board and room are 
permitted to pay and where others are given their living freo. 

The appropriateness of the aid provisions of the youth administra- 
tion program of the late thirties and early forties in its far-reaching 
effects on young people of high-school and college age, indicates that 
here is an area that has been making demands for action in terms o 
the principle of equality for these many years. It bids fair to have a 
place in American education comparable to such great moves for 
equality of opportunity as transportation to centralized schools anc 
tho payment of high-school tuition by school districts providing no 

local high-school opportunities. 

EQUALITY AND THOSE FAVORED BY NATURE 
In this discussion it will perhaps have been noted that there is no 

reference to tho denial of opportunity to the genius or near genius or 

to the person endowed with special talents Logically the 
difficulty in subsuming such neglect under tho heading neg 
equality ” But tho failure of tho public to bo concerned over these 

principles. People don’t seem to get excited over our fa.lu.e 
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the best we can with those who are favored by Providence. 10 
submitted therefore that there is a distinct advantage in not trying to 
stretch the concept of equality to include them. The result seems 
seldom to get support for adequate treatment of such groups and 
probably dulls the edge of the “equality tool” for what appears to be 
its own natural uses. The use of this principle, in brief, should be 
limited to cases of “tempering the wind-4<r1±fef^ 

There are other principles demanding that we make the most of 
the strong and the fleet; the second basic principle of purpose and, to 
a minor degree, justice. But the appeal is largely an intellectual one, 
while the appeal to care for the downtrodden is highly emotionalized 
(Blessed are the meek. Inasmuch as ye have done it unto one of the 
least of these ). There have been social systems operating on the 
theory that the weak and the halt could be neglected if proper atten- 
tion were given to the strong. Philosophically, one can see certain 
advantages that would arise from this policy. But the question is 
really an academic one. In the American tradition the individual is 
very dea,r. Destroy this concept of equality of opportunity and you 
destroy the great American experiment. The cynics may say that it 
is futile and wasteful. The answer to the cynic may well be that we in 
Amenca choose to invest a good part of our substance in assuring 
that the sanctity of individuals may not be invaded. Those who 

t^oTh D, 6 TT Q Wa T PlaCe large 8t0re hy that which down 
through the Ages has been a luxury. 



APPLICATIONS OF STRUCTURE 

State laws providing for some means of bringing school* to 1 

ara_er_days of schooling; provision of state super- 

of education as in DewVandTort^p 0 T ^ V* 8 ®** 1 
local taxes more for the poorer communiu™ th’ °# for supplementing 
tinctured with the equalitv nrinninlo v, ^ for tbe abler “e all 
have proved. But all such laws a ’ ,.°T ever adequate they may 

For example, a state equalization law ^y ^ 
but rate. „ a matter * 
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deny to some communities complete participation in the fear of freezing 
inefficient types of organization. 

Perhaps the most that should be said here about these structural 
provisions is that they cannot be judged simply in terms of equality— 
that no complex structural provision can with impunity be built up 
on a single principle. Hut this should not blind us to the possibility 
that a better balanced judgment would lead to a greater emphasis 
on the principle of equality in many cases, even at some greater sacri- 
fice to the other principles involved. It should not lead us to credit 
a given institutional provision as being good as an equality measure 
simply because it may be just and certainly not because it has the 
quality of uniformity. The test for equality is to what degree it 
brings to every child that which the community or state accepts as 

normative. 


CONFUSION IN USE OF TERMS 

In the interest of clearer thinking it may be well to point out some 
of the misuses frequently made of the term equality: 

1. It is not synonymous with uniformity. Uniformity is a device that may or 
may not result in ('quality. 

2 It does not demand the expenditure of the same amount of money on a 
pupil when he roaches high-school age as is spent on him in the elementary school. 

It might demand more and it might demand less. 

3 It does not demand that the same amount of money be spent on pupils m 

.liill ill). i„ «, In -« ~ W. * V**. 

i" ithttitaiift) <lo with the issues involved in the polity of paying me" 
„„,l wle “he l.c‘,al.,ie« ; on the contrary it-,- W H- «- «**• 

of Huch n rule. 

SUMMARY 

Equality of opportunity has to do with the removal of/or com- 
nensation for shortcoming* outside tho control of the individual tin 
Htand to keep him from having opportunities that society has con 

t0 Tcquahty ToTpoHunity makes demands on the organization and 
one rat ion of school systems, individual schools, and classes as well s 
upon tho financial or other environmental handicaps to w ic i in 

uals may bo subject. 

Exercises 

In what phases of school administration has equality of opportunity been a 
paramount issue throughout our educational of thi „ prin oiplo. In 

seekin^examp^M b'o^areful^mH'to^^'^h tho principle to cover cases that can be 
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as well classified under justice, as colloquially used, or under the democratic 
principle in general. The principle will be far more useful if kept definitive. 

3 . Examine the School Code for the State of New Osceola, Appendix E, for 
structural provisions for the equalization of educational opportunity within a state. 
Note particularly Chaps. V and VII of the code. 

4 . Could a school for the blind be justified by this principle? Open-air 
classes? Schools for gifted children? A free lunch program? Would any other 
humanitarian principles bear in these instances? 


5 . Can you select any group or type that you believe is suffering from a denial 
of equal opportunity in our schools? What do you suggest doing about it? 

6. Under what circumstances would uniformity militate against equality? 

7 . Can you give examples from your reading, in connection with either this 

c apter or the preceding one, of confusion between justice and equality? Can 

you ormulate clean-cut statements of both of these principles so that you have a 
clear distinction between them? J 

8. Can you give evidences of legal concern with equality in connection with 

.TcCKut * od B “ d c m the “•« ^ 
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CHAPTER XI 


PRUDENCE: ECONOMY, CHECKS AND BALANCES, LIBERTY 

AND LICENSE 

The facets of the culture treated in the immediately preceding 
chapters spring from the heart; democracy and justice are associated 
with neighborliness, equality with sympathy for the downtrodden. 
The facets of the culture dealt with in this and the following chapter 
spring from the head; they are associated with the more earthy qualities 
making foi piactical workaday success. They may be grouped 
together as prudence, the prudence that lies in Solomon’s sage sayings 
and in Poor Richard’s practicalities; the prudence that suggests the 
countinghouse, the good and faithful servant, the careful husbandman. 

Prudence is as old as the race. It grew out of man’s experience in 
overcoming the handicaps of a stubborn environment. Prudence 
implies the ability to regulate; to calculate; to employ skill and sagac- 
ity in the management of practical affairs; to exercise caution and 
circumspection; to use foresight, that is, give due regard to the future - 
to employ forethought, that is, give due consideration to contingen- 
cies— in substance, the capacity to exercise wisdom as the outgrowth 
of experience. Here is the principle that makes one accept the judg- 
ment of a mature person in preference to that of a child This is the 
principle which says, “move slowly, avoid sudden change and variety 
rely upon past experience, seek the beaten path.” 

Prudence so conceived is deep-rooted and altogether good except 
when it is used as a prohibit or rather than as a selector, looks too much 
to the past in a rapidly changing world, or is employed for selfish 
purposes at the expense of the greater good for society. It is only 
prudence too exclusively served that develops a jaundiced eye. 

ludence means “curb your heart; use your head.” It can be 
expanded to include using your head with respect to all important 

SK “ T Ua ' lV th ° USht °' “ to ^ose matters 

of the whole pubhc. So restricted, it says, “ Handle your eduZhml 
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family can scarce be folly in that of a great kingdom .’’' 1 Thus, 
while the dictionary definition can be interpreted to mean the exercise 
of foresight, skill, and sagacity with respect to such matters as needs 
not now met by the schools and not generally recognized as needs in 
the public mind, this would not be the usual interpretation. It would 
be news — just as Franklin's statement that “Honesty is the best- 
policy n (that is, to be honest is to be prudent) was news and con- 
tinues to be news. It would be news to say “If the public mind in 
against change, it is good policy to change the public mind.” 

Accordingly, considerations that are prudential in this narrower 
and more usual sense are dealt with in this chapter and the chapter 
immediately following. The broader concept is dealt with in Chap. 
XVII as Balanced Judgment. 

ROOTS IN THE CULTURE 

Having its roots in day-to-day living experience, it is not surprising 
to find literature and history abounding in illustrations of prudence. 
The story of Joseph in Egypt, the sayings of Solomon, the parables 
of the faithful servant and the careful husbandman, and the wisdom of 
Poor Richard are but a few of the host of examples of prudence in 
human affairs. Likewise, the Constitutional Convention meeting in 
Philadelphia behind closed doors , the abandonment of effort to revise 
the Articles of Confederation, the perfection of a system of checks and 
balances, the complex delays in the process of Constitutional amend- 
ment, the manner in which territories become states, the purchase of 
the Louisiana Territory, the building of the Panama Canal, the 
reluctance to grant immediate independence to the Philippines at the 
close of the war with Spain, the two-thirds rule in the Democratic 
party relating to nomination of a presidential candidate, the exchange 
of our destroyers for defense posts in islands of the Atlantic arc, 
though not wholly, other illustrations of the operation of prudence, all 

in our national life. 

It is the prudence principle that has taught people to put checks 
oven upon themselves. That great English statesman and political 
observer of American life and institutions, Lord Bryce, said m his 

A mcrican Commonwealth: 

Experience has, however, suggested plans for lessening the risks incident 
to the dominance of one particular set of opinions. One plan is for the peop 
themselves to limit their powers, t.c., to surround their own actions and the 
actions of their agent with restrictions of time and method which compel 

. Smith, Auam, An Inquiry into the Nature and Cau.es of the Wealth of Xalums, 
New York: The; Modern Library, 1037. 
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delay. Another is for them so to parcel out functions among many agents 
that no single one chosen indiscretely, or obeying his mandate ovcrzcalously, 
can do much mischief. 1 

As a further illustration of the operation of the prudence principle, 
Bryce calls attention to the fact that the men who devised the system 
of checks and balances were not primarily interested in developing 

public opinion but rather were fearful of it and were trying to build 
up breakwaters against it. 

One other point should be noted here. More than any other of the 

ciiteria under consideration, prudence may become domineering. 

This is because it carries with it the feeling of strength and security. 

It appears substantial — something that has stood the test of time. 

The educator needs to understand, therefore, that prudence, like other 

criteria, serves positively only when it is kept within the proper 
bounds. 


MANIFESTATIONS OF PRUDENCE 

The education of home and fireside, farm and factory, from infancy 
abounds with the prudential. It is therefore undertaking a rather 
brave, perhaps foolhardy, task to attempt to seek out even a few of 
the high points of this “common sense” that plays continually on any 
enterprise, public or private. Philosophers have conjured with it 
Jeremy Bentham in Principles of Morals and Legislation 2 gives several 
pages to a summary of various attempts to account for or explain the 
phenomenon of public judgment of which prudence takes account- 
oral sense, common sense, understanding, the rule of right, the 
dness of things, the law of nature, law of reason, right reason natural 

T 7 7 equ l ty ’ g00d 0rder ’ truth ’ insight of the select It 

means presented a S exhaustive. The best that can be said for then, t 
t they are a few facets of a vast segment of the culture thif he -a 
appealed to the writer as particularly pertinent to school administin- 

get a greater perspective on a firtd in which we are IS so nti™, J 

stereotypes of ^-ted 

wrong way.” unnt, light way or 

The Macmmfn Company, mf“ Commonwealth > Vol. II, p. 265 , New York : 
Clarendon Press^907 Y ’ * >WlC * pfes ° f Momh and Legislation, pp. 17-18, Oxford: 
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The seven extractions from the sense of the practical identified for 
treatment may be briefly" stated as follows: 

1. Considerations growing; out of the tendency to look with particular disfavor 
in governmental matters on the wasteful use of money. This tendency is probably 
more or less present in all cultures, whatever their governmental forms, and present 
to an extremely high degree in the American culture. It is probably heightened 
by democratic forms, a condition that would account for the particularly high 
degree in which it comes into play in educational matters. 

2. Experience has shown that power is a heady drug. Those having it must be 
made subject to checks and balances. 

3. W hen we speak of freedom we fear license. 

4. The American people seem to abhor the complex. We make simplicity 
u virtue; we accept great sacrifices in terms of both the humanitarian principles 
and the purpose principles in order to achieve it. 

5. Experience has shown that in any complex enterprise responsibility and 
authority should be closely associated. This has both positive applications 
(giving authority to those who are charged with responsibility) and negative 
(arranging means by which those in authority can be held to account). 

f>. Any group of people living within easy communication distance from one 
another develop various group loyalties that must be taken into account in the 

currying on of nn educational program. 

7. In anv enterprise under the influence of the public, care must be taken to 
avoid unanticipated changes since the shock of surprise may result in serious 
negative attitudes. This applies to change of tempo of development of a program 
from t hat which the public has been led to expect. 

The Brut, three of these are discussed at some length in this chapter. 
Chapter XII gives extensive treatment to tho fourth and fifth and brief 
developments of the last two. 

RETURNS FOR MONEY SPENT 

There are two general approaches to tho appraisal of economical 
operations: comparative costs for tho same object, and accounting in 
terms of objectives sought or achieved. 


Unit Costs 

The former takes the form of unit cost studies. 

Administrators should devise increasingly better ways to assure 
economy in tho expenditure of funds and to demonstrate results 
achieved in relation to cost. Tho standard accounting classifications 
were devised largely to facilitate tho economy of buying. Without 
hucI. agreed upon classifications of expenditures, unit cost studies were 
possible only in terms of objects: brooms, coal, pencils, sal a nos. y 
comparing expenditures per pupil in tho different categories it becomes 
possible to find whore local practice is out of lino with general practice 
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and to discover the reason for it by more detailed object accounting. 
However little such studies may show a.s to the efficient use of money 
for educational purposes, they have a strong prudential value in keep- 
ing administration from getting into a vulnerable position. Certainly, 
if the cost of supplies is three times as much as in the average com- 
munity, the local administrator had better know this and have his 
justification well understood by his colleagues, if he finds it justified, 
as it may well be. Of course, that is the difficulty with unit cost 
studies. A good educational program may require tliree times as 
much per pupil for supplies as is spent on the average even though the 
total cost of education per pupil may not be anywhere near as hiCi 
proportionately. This may be true even though more careful than 
average buying is being done. This makes it all the more necessary 
for the administrator to be aware of his divergence from what may 
superficially be taken as the norm. Again, the cost for administ ration 
or for maintenance may not be close to the norm when ils proportion 
to the total cost is taken into account. Each such divergence is not 

only a clue to possible waste, but it is also a clue to possible attack 
Prudentially, such considerations are important. 

The administrator should have in mind that these average cost 
gures are apt to be totally misleading. In some instances they imv 
be entirely out of line with any good practice. For example ‘if the 
figures on educational supplies are based on the average of a m’ouo o 

the°o° her a hffi ^ ^ nam>W * ^book schools and 

the other half schools that make extensive use of practical material ■ 

wr y t 

current f'T ''”° US cWs 

of buildings as related to the current cos^of the 6611 ^ ^ t0 the C ° St 
are to be utilized. There are too mmv tho Program in which they 

spent so heavily on school building 7 ^ Whe , r . e a comm unity has 
program for decades. Prudentially & the Je ° PardlZe the educational 

should not be out of line with thf, ^ of Sch ° o1 buildings 

not jeopardize the educational ° f th ® Schools and should 

This is of such importance th . Pr0gra + m + either now or in the future, 
legislation limiting the amount of Set Up P rudenti al 

incurred for school buildings. ^ lndebtednes s which may be 
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A rough check for this is to multiply the annual cost per pupil by 
six . 1 If the application of this rule results in the elimination of 
institutional monuments for schools, it will be a victory for prudence. 
Overelaborate school buildings, cheap as they may be in the long run, 
are a favorite basis for attack on the educational program. Under 
the circumstances it would seem to be wise to seek to limit our urge to 
build monuments to the construction of courthouses and post offices. 
Schoolhouses should be intimate, homey, community workshops. 

There has been one type of unit cost in which the concept of cate- 
gories of service has made some headway. This is current cost per 
weighted pupil or current cost per weighted classroom unit . 2 A num- 
ber of studies have been made of groups of schools on different levels 
of expenditure thus obtained. Their purpose was to describe the 
schools as fully as possible in terms of the provisions made to achieve 
recognized objectives. The best known of these studies, 'What 
Education Our Money Buys* is reported in language designed for lay 
consumption. Studies such as these are a beginning of systematic 
appraisal in terms of objectives. Somewhat less objective but never- 
theless an important beginning of another sort are the illustrated 
reports developed in connection with budgets or annual reports pre- 
pared by many school systems. They represent a high in the pruden- 
tial reporting to the public that has (lowered during the past two 

decades. 

1 11, iH is based nr, ( irossnickle’s findings that over a 75-year period buildings 
ront. approximately 10 per cent ns much as is spent on operation of the program. 
See ( Ihohhniuklf,, Fohtkk IT, Capital Outlay in Relation to a States Minimum 
Educational Program , New York: Bureau of Publications, Teachers College, 

Columbia University, 1031. . , 

2 The cost per weighted classroom unit is a multiple of the cost per weights 

pupil. Usually the factor used is 27, although the earlier studies used 20. It is 
obtained for large school systems (systems with a total population of 5,000 or 
over) by using as a dividend the current expenditure less expenditure for trans- 
portation and less expenditure for tuition of pupils sent to other districts. Ihe 
H ,irr, of attendance in sixth grade and below, and 1.5 times the attendance in 
seventh grade and above, is used as a divisor. The quotient is the current expendi- 
ture per weighted pupil. This amount multiplied by 27 is the current cost per 
weighted classroom unit. For communities with a population of 5,000 or more 
tins method is not greatly out of line. For methods of general apphea ion, see 

Paul R. Moht and W. O. Rbuhnhu, Public School finance , pp. 411 413, N 

York 4 M rdraw-Hill Hook C ompfiny^ Ino.j 11)41. 

• What location Our Money Huy*, Report of the New York State sducationa 

Conference Hoard, Albany, N.Y.: Hducationnl Conference Board - 3. IhCHO 

Htudic are reviewed in William H. Vincent, Emerging Pattern* of 1 uhhc Mml 
/ ‘metier, New York: Bureau of Publications, Teachers College, Columbia niv 

si tv. 1945, 
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Newspaper publicity on schools, education week, and exhibii, 
would also be placed in this category. The chief purpose ,,f publirji v 
of this kind has been to show the public what it is getting for its money. 
These public relations programs may have added materially to the 
grist for the democratic process of education to grind, if the mill, in 
fact, was functioning. In some instances they may have led to 
insights making for greater adaptability if and when the channels of 
influence on the schools were open. Their purpose, however, seems 
to have been primarily, if not entirely, prudential. 

Misconceptions from Business 

It should be clear that the question of economy cannot bo con- 
sidered apart from the educational function to be served This fact 
is often overlooked in the so-called business aspects of administration 
. e P mcl ^ a&e of materials obviously appears to be a parallel with 
private enterprise so that persons with experience in private enterprise 
may easily come to disregard the standards that must be met I, the 
case of business, purchasing has to be reduced to objectively determined 

business inclined person is therefore in danger of underratm- whm ho 
considers to be the notions of teachers and of substituting imuleou -te 

otrr b “ for them - % this m -X 

izr son uf 

d a ° d not r isfa r niy 

attained if those applyine the 7 Vantages of uniformity can be 

economy will realize that it is th* 11 J reguIatl0ns for Purposes of 
served in any pru^ pur P°^ that are to be 

them to realize that the n ids of the ^ SyStem ' This wil1 lead 

To say this is not to 3 “^ th ^ teaCher ^ Amount, 

the right answer as to exactly what ° aShr °°“ teacher will always have 
Care must be taken, howev^ to see tZ T ^ ^ ***■ 

down to their essential details more is not'exn Specifications 

morale of teachers than the savings justify. ‘ P n ed m the tlme and 
he difficulty involved here nffon ri 
analogy between the educational budgeted the 7 “ fahe 

‘O serve in situatioj Xere the me ‘ h ° ds ’” aad have 

authority with the superintendent 7 T manager is “ordinate in 

P nntendent. Perhaps a word on the difference 
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between private enterprise and public service would be appropriate in 
this connection. 

It is important to realize that the budget for a public sendee enter- 
prise is somewhat different from the budget for a profit-making enter- 
prise. The businessman estimates his potential income and sets up 
services calculated to yield this income. Then the chief object of 
the business is to realize the budgeted income. Failure or success in 
this enterprise marks the failure or success of the year’s business. All 
efforts are bent to this purpose. In a service enterprise, on the other 
hand, the income is reasonably assured, and attention is centered 
mainly on the service. Collection of the income is largely a routine 
task. Budget balancing is a matter of careful planning, not of the 
financial balance sheet. 

The educational budget is like the family’s budget item for better- 
ment. So much is set aside for this purpose. Its success depends 
upon the nature of the items purchased, not simply in the collection 
of sufficient sums to finance the budget. The business success is in 
collecting more income than outgo in the margin of profit. 


Other Types of Accounting 

The point that the purpose to be served is important in all financial 
appraisals applies also from the prudential standpoint to the desiia- 
bility of making clear the purposes for various dispositions of personnel, 
particularly when the positions are clearly different from those that 

existed when the general public went to school. 

Prudence demands that the personnel employed shall be persons 
who understand the cultural background of the people served in order 
that they may carry on their work from day to day with full regard 

for the prejudices and predilections of the public. 

The prudential criterion demands that changes in the allocation 

of personnel, that is, the employment of new types of service, shall 
be made only after adequate discussion with the interested public. 

There is probably no public service which is understood in its 
superficial aspocts better than public education. The public can 
readily sense the existence of small classes or the existence of teachers 
assigned to jobs for which there were no teachers when they went to 
school It is far easier to introduce special services m jails or even in 
the city hall for the reason that the public at large has not spent a 
number of years either in jail or in the city hall. Prudence demands 
that these predilections be taken into account, not that they be tlie 

controlling elements. . . ,1 

In general, we have made much greater headway in counting tne 
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dollars than in counting the results associated with them. Most school 

boards recognize the need for spending money just to keep track of the 

dollars spent, even though it is a comparatively rare thing to find the 

results attained associated with the results achieved by the enterprise. 

There is probably a need for a somewhat parallel development of 

systematic procedures in accounting for results in the following cate- 
gories at least: ° 

1. The degree to which the schools are reaching all children of school age 
Z. Ages of entrance and leaving 

3. Age-grade placement, progress and promotions 

4. The degree to which all pupils are taking advantage of the type of curriculum 

opportunities assumed to be available curriculum 

follow aem“p° f high ' qU,li,y “Motions nnd the success of effort, 

be k . S progre “ tor “81 level io skill, , n( | knowledges ,|, a t c,„ 

-JSlltSlSr el 

CHECKS AND BALANCES 

nw rt “ not P ™ dent to accept or expect others to accept responsibility 

Closely^sociated^vitlTthrforegoing^rrtli'e'pniT^T'^l^h^L 0 ^ 1111 ^ 3 

Included among them are the following: ‘ P * of money. 

o f° ndln S of depositories and of individuals handling monev 
controc, 6 “ <S ° me,i “' s thr "> authorised sign c heek, or 

.ndttftTwmltlemlTto 1 for *° the ^.ncial office 
4- hefting contracts for goods 

_ 1 1 A _ . 


Results of Failure to Exercise Prudence 


Every year administrators come tn dlo. + , 

accepted responsibility over the handling oOunds have 

goods or services, or the exnenditn™ ’ the con tracting for 

prudential safeguards Administ t ' vlthout the customary 

not only safeguards of the , T? ^ ^ » 
as much safeguards of the individual a ■ tbat tiley are Quit© 

Jonid avoid accepting ^TmpS Srstd- Admi ™trat„rs 

Young administrators particularly seem to h ’ ^ T' W 016 pla S' le - 

-eat of implicit trust. They are proud that 
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power to do this or that. They should rather question the good 
judgment of a board that would place an employee in such a vulnerable 

position. 


Application to Discretionary Powers 


To a somewhat lesser degree this principle applies to the problem 
of assigning discretionary power to administrators. In the chapters 
on democracy, adaptability, and flexibility particularly, much is made 
of the desirability of placing ultimate decisions as close as possible 
to the people affected by them and of the desirability of avoiding 
hard and fast rules and procedures. It is pointed out, however that 
there are some matters in which discretionary power by persons closely 
associated with those affected is difficult if not impossible to administer 
to the general satisfaction. An example given was the determination ot 
salaries of teachers by the merit system. Another example w as t le age 
at which children should be admitted to school. Beyond these genei ^ 
experience is not so uniform in its teaching. As a result, m every 
field of service the board and the superintendent have to f ace the 
I. , f fiptormininc which ultimate powers can likely be handled 
^ ".tor ly Within Iho .ohools, which by tl.c superintendent's office 

-hnnne, ter ^ W b-j* -^-JP 

the situation by i ” . , mittine in their rules a provision 

(letaile.1 nature; ot nan ■ J , |le superintendent, or the board 

7“ l/tenid in'tema oi iho oll.er principle., .uch solutions appear 

stJES. iv o, i:i:i': x;: r-s" 

£&£** m*. «*> ^ >«* *» 

wi " i, i" 'r “» «“ 

7 h,:l.du.T;”.ten, i™*-* 

prmci P i.« .... which u» »totwn ..t power has » 

critical bearing. 

liberty and license 

Another prudenUa! 

* :: i‘ tr.e ^ - r ^ ***** 

iU tr '"Wily ** I. I«e organisation. 
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the board or superintendent may feel responsible for all untoward 
things that may happen. There is danger that they will spend all 
their time building up safeguards against the misuse of authority or 
putting the fear of the Lord into administrators who have “aecidents ” 
in the use of discretion. It is difficult under such circumstances for 
the organization to keep from suffering an overwhelming lag. That is 
the reason for the proposal made in a later chapter (Chap. X\ 111] lor 
some sort of responsible local agency to be set up in the immediate 
school communities. Even in such instances care would be requited 
to build up in the public mind a regard for the right of them local 
agencies to make mistakes; a refusal to hold the central board imme- 
diately responsible. 


Safeguards against Unwise Use of Discretion 


However, there is a positive principle involved. It can be well 
illustrated in the field of state prudential control over local school 
systems. It is easier to see here because in practice state law, apart 
from the rather limited enabling passages, is almost altogether 
prudential; much of it, wise and unwise, arising from attempts to safe- 
guard against the unwise use of discretion. In the realm of state- 
local relationships the principle has two applications: First, only those 
powers which the district is equipped to exercise as effectively as a 
central agency, or nearly so, should be allocated to it. The allocation 
of powers to local school districts is a matter of great concern because 
of the present status of school-district organization in most of our 
states. Population characteristics and leadership in the smaller 
districts do not furnish adequate assurance of a wise exercise of powers 
in making decisions on educational matters. There is also some indica- 


tion that this may hold, perhaps to a lesser degree, in the very large 
cities, particularly those which are fiscally dependent upon municipal 
authorities. The allocation of powers to local districts becomes, then 

y 

a question of recognizing adequate and inadequate districts. This is 
often overlooked in the enactment of restrictive legislation applicable 
to all districts because of demonstrated weaknesses of a few. 

Second, in deciding whether or not certain powers shall be allocated 
to local districts, it is highly important to take into account the relative 
effectiveness of local and central control. A source of error in judg- 
ment frequently arises from the assumption that any power exercised 
by the state office will be exercised wisely. This is not necessarily a 
valid assumption; in fact it often is not. We are justified, therefore, in 
granting freedoms to localities which they are not prepared to exercise 
effectively but for which there is no hope from central control. We 
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need to be on guard against the tendency to compare the worst- 
known of present practices with the best-hoped-for practices to be 

substituted. 1 

In applying this principle, consciously or unconsciously, the states 
have built up a growing mass of mandatory legislation- specifying what 
school districts shall or shall not do and have shifted a great many 
powers formerly exercised by school boards to a central agency, usually 
the state department of education. In the latter category the certi- 
fication of teachers most- frequently occurs. In the much more exten- 
sive mandatory category are included minimum requirements for 
\ lie training of teachers, state-adopted textbooks, requirements that 
certain subjects or subject, mutter be offered in the schools, etc. Most 
of these matters of state regulation had at one time been left to the 
discretion of the individual school districts. Either failure to provide 
adequate services or instances of crass abuse ot the discretion has 
resulted in much of such regulatory legislation. Prudence has dic- 
tated the limitation of powers in these areas, although not always 
wisely. Sometimes all the school districts in the state have been 
placed under restrictions because of part icularly crass abuses in a few 

'’'"oaen the reason for the failure of local discretion to give satisfac- 
tory results may be found in the conflict of personal interests and 
public interests of the citizens. This is doubtless what has accounted 
for the removal of discretion from the bands of local communities wit 
respect to minimum standards for teachers Kxpenenee ^n^ed tha t 

local school districts could not exercise discretion • ^various 

lions established by state department* of education an J 
certification agencies have much t he same origin. 

Danger to the Competent 

In extending such regulation thorn is always the danger that tie 
communit ies capable of exercising discretion will U y 

j a-s etsz kswm: 
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ful. When, however, the requirements become so detailed that their 
purpose is lost sight of, such regulations may actually hamper the 
schools in meeting the demands of the adaptability and flexibility 
principles. Examples of such restrictive requirements are the mini- 
mum mandates stating the number of minutes a day devoted to a given 
subject, or the requirement that high-school subjects shall be offered 
in so many periods of a given length each week. Such requirements 

carry prudence beyond its fair field of operation. 

Much the same conditions operate within a local school system. 


Many of the rules and regulations established in city school systems 
arise from the commendable purpose of keeping teachers from exercis- 
ing freedom in a harmful fashion. They are subject, however, to the 
same dangers as state regulation. The very fact that city school 
administration, as we know it today, grew up in a period of chaotic 
educational practices has probably resulted in a great deal of over- 
emphasis on prudence in present practice. In the latter part of the 
nineteenth century and in the early part of this century, teachers were 


not well trained, supervision was by laymen, and there was need for 
some order to be brought into the picture of local practices. This was 
the task of the school superintendent and supervisor. Their first big 
job was thus a prudential one, and many of the practices of administra- 
tion and supervision, therefore, grew up to serve the prudential 
principle. 

During the past three or four decades there has been a tremendous 
increase in the ability of individual teachers. Teachers today can 
doubtless use freedom to a vastly greater degree than they could at 
the turn of the century. School systems that have failed to recognize 
this fact are still bound down by the prudential patterns established 
in another era. The larger the school system, the more is this likely 
to be true. For this reason the whole administrative procedure of 
city school systems should be subjected to periodic review to see to 
what degree it unduly restricts freedom. 

Of course the same may be said of state mandatory law and state 
department regulation as they affect the entire state. 


SUMMARY 


Prudence is as old as the race. It grew out of man’s experience in 
overcoming the handicaps of a stubborn environment. Prudence 
implies the ability to regulate; to calculate; to employ skill and sagacity 
m the management of practical affairs; to exercise caution and cir- 
cumspection; to use foresight, that is, give due regard to the future; 
to employ forethought, that is, give due consideration to contingencies 
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—in substance, the capacity to exercise wisdom as the outgrowth of 
experience. 

We look with particular disfavor in governmental matters on waste- 
ful use of money. Unit cost accounting grows out of this principle. 
At the best these unit cost studies are rather inadequate largely because 
of the difficulty of getting truly comparable categories of expenditures. 
Difficulty arises also from the tendency to consider the object of 
expenditure apart from its educational use. Changes in personnel, 
particularly the addition of personnel, are likely to be subject to public 
scrutiny because of the familiarity of members of the public with what 
personnel was used in the schools they attended. Devices for demon- 
strating results achieved include various types of accounting for 

showing the scope and quality of service. 

It is not prudent to accept or to expect others to accept responsi- 
bility over financial matters without the customary checks and 
balances These safeguards include bonding of persons and depositors 
handling money, and designation of at least two persons to sign checks. 

The same principle applies to assigning discretionary power to 
administrators, but attempts to set up checks and balances irequen . y 
result in hampering good administration. Here, particularly, care 

must, be taken to balance prudence with other principles. 

Liberty should be granted at those points where expel mnee she > . 
t hat it is not likely to be frequently abused, this demands diifeien 
thl treatment, of individuals within local school systems and amoi g 

1*,!,, Sri,,,., within . Hi,,,,-. . Culurc 1,0 diflorchtil.tc 

hampering the competent individual or community. 

Exercises 
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judgment would any of them interfere with the humanitarian principles or with the 

purposes for which the schools are operated? 

7. What figures in American public life seemed highly conscious of these 

principles? 

8. Can you give examples of educational policies that appear to be motivated 
by humanitarian principles, but may spring from prudential considerations (e.g. 
budget-hearings, publicity policies, rules for age of admission to kindergarten)? 

9. May prudential considerations be a factor for quickening the tempo of 
change as well as inhibiting it? In other words, can you see dynamic as well as 
static aspects of prudence? 

10. The idea of prudence suggests the need to prepare a defense for our acts 
before acting. Can you describe an actual or hypothetical administrative crisis 
that might have been avoided or eased if the administrator had placed himself in a 
defendable position before acting?. What devices can you suggest for prudential 
provision of this nature? 

11. Give an example of the idea that economy isn’t just reducing costs, but 
balancing costs against what you get for your money. 

12. The prudential idea postulates that any check, such as auditing or budget- 
ing, should be a real check, not mere complexity that lulls people into false security. 
Can you give examples of such undesirable practice from your reading or experience? 

13. From the point of view of the '‘liberty and license” phase of the prudential 
concept, what do you think of Briggs’ remark that, “when in doubt as to the 
limits of his (the principal’s) authority he should assume that he has it ”? 
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CHAPTER XII 


PRUDENCE CONTINUED: SIMPLICITY, RESPONSIBILITY 

LOYALTIES, INERTIA 

This chapter is a continuation of the discussion of prudence begun 
in Chap. XI. The introduction to Chap. XI is therefore equally 
applicable to the discussion that follows. 

SIMPLICITY 

Prudence demands consideration of what seems to be a national 
trait — the belief that all important problems have simple solutions. 
There have been many examples of rather tragic operation of this 
trait. For example, during the spring of 1944 a successful national 
campaign was carried on against the national income tax then in effect. 
There seemed to be very little discussion of the merits of the objection. 
The appeal was made through news articles, editorials, radio comments, 
and cartoons against what was charged to be the overwhelming com- 
plexity of the plan. As a result, many millions had the basis of their 
tax computation changed with what appeared to be a considerable 
lessening of just operation and a great deal of loss in revenue for the 
sake of what was called simplicity. 

There seem to be two sound rules to follow in dealing with situa- 
tions such as this : 

1. Study to present the innovation in meaningful terms. 

. Make an mnovation in practice as simple as it can be made and still do a 
minimum of violence to the basic principles involved. 

Meaningful Presentation 

Perhaps the former is the more defensible rule. In presenting 
plans for a new bridge, little is made of the intricate formulas by which 
the engineers arrived at their decisions with respect to the size of the 
cables and girders and the quality of the steel. The emphasis is on 
where the bridge is to be located, what people it will serve. Has there 
ever been a case where plans for a bridge have been rejected because 
of the complex mathematics and metallurgy involved? Manv innova- 
tions m education of little importance have been sold under fanev 
names. In most cases would they not have been sold as successfully 
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and with, on the whole, less danger if their similarities to the old had 
been emphasized? In other words, it is suggested that appeal to 
simplicity is basically an oratorical device and can be used for an 
innovation rather than against it. Note for example how the junior 
college simplifies the problem of providing college education; how 
vocational education simplifies the task of preparing for work; how 
utilizing community resources simplifies the task of providing realistic 

teaching situations. 


Striving for Basic Understanding 

A more pervading application is in making what the school is 
doing understood basically. Changes in the past few decades have 
been so many and the educational program so complex that the public 
is being continually shocked by the contrast between what the schools 
do and their own ideas of what the schools should be doing. At the 
best this makes for general irritation and at the worst may result in a 

drive for “ simpler” schools. 

For example, there has recently been a great deal of discussion on 
the part of parent groups in one of our large cities with respect to what 
they call the size, of the register. In recent years, particularly in the 
high school, we have developed a high degree of specialization of serv- 
ice. The classroom teacher has been relieved of certain guidance 
functions and these have been assigned to special officers. As a 
result even where the ratio of the number of pupils to the number ot 
teachers has remained constant, actual class size has increased. If the 
public secs oidy class size and does not understand fully that an 
alternative means of reaching individual children has been set up 
under special guidance officers, the result may be blind attacks 
Obviously, when such steps are taken the public should be tup 
informed with respect to the issues involved and the consequences in 
terms of those superficial aspects upon which they will contu the 
attention if they are not quick in obtaining a fuller un ders am mg. 

The same may be said for the handling of pupils. hrougl out ou 
history it has been customary for a rather large percentage of child. u 
torepcat a grade. In the better schools during the past three decades 
there has lxsen a steady decrease and, in some cases, the cn no c umm 
(ion of repetition. In most instances tins has come about as a 
oZtr tilling and a more careful consideration of individual need. 
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the upper grades of the elementary school. Twenty years ago it was 
not unusual to find 50 per cent of the children at the end of the first 
grade required to repeat. Looked at in terms of present-day under- 
standings, these practices seem little less than criminal. Yet there was 
one specific requirement the public understood: for a child to go from 
the first grade to the second grade he had to know how to read. We 
now know that it is a rare case when a child wall not learn to read just as 
quickly by being allowed to go on as by repeating the grade, and that 
the old notion of a certain degree of facility in reading as a prerequisite 
to the second grade w r as ill-founded. No matter how well w r e know 
this, it wall not save us from the wrath of the public if they are allowed 
to go on with the reading measuring stick in their minds. Applying it 
to their own children and to the children of their neighbors, they find, to 
their own complete satisfaction, that the schools have become soft 
and inefficient. 

Similarly, there w r as a long-established notion that children should 
master the subjects of the elementary school before being allowed to 
proceed to the high school. It resulted in drills, cramming, extended 
examinations, and failures. As we have come to know' more about the 
growth of individuals, we place less stress upon such interim indexes of 
growth in achievement. We realize that it is of great importance for 
children to be working with children of their own age and that no 
specific achievement in any subject, except perhaps in reading, is 
essential for high-school work. As a result we have eliminated these 
ancient practices. But where these ancient practices are still in the 
minds of the public as measuring instruments, a violation of them 

without first paving the way by taking the public into our confidence 
is a crass violation of the prudence principle. 

No Change without Notice 

This principle applies similarly to the curriculum. Changes in the 
curriculum should not be made without warning. Here again the 
public has certain external standards by which they judge the ade- 
quacy of a school. If third-grade children customarily learn to spell 
daguerreotype,” you can be assured that every third grader will be 
asked to spell the word some time during his third year. If he has not 
learned it during the year, the school wall be marked down as a failure. 

e prudence criterion does not dictate that we teach the spelling of 
daguerreotype in the third grade. It does dictate, however, that when 
we drop daguerreotype from the words to be learned in the third 

f 6 mterested pubUc should b e a party to it and, if possible 
ou d be given as a substitute some easy standards of judgment. 
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This becomes particularly important in the social studies. Here 
the standards of judgment are apt to be the very things we seek to 
eliminate from the curriculum. Those things to which we give such 
emphasis as, for example, the dates of battles or the location of cities, 
when set in the minds of the adult population, are true marks of the 
educated person. Certainly much of the hue and cry over some of 
the newer social studies material comes from the failure to take the 
public into our confidence in what we are trying to do. 


Avoidance of Professional Terminology 

Similarly, prudence dictates that educational objectives be 
expressed in terms realistic and meaningful to the general public (and 
therefore “simple”). The tendency of any professional group to 
express itself in its own specialized language can be offset in the case of 
education by an insistence upon the part of those who are actually 
operating the schools that their objectives be translated into ordinary 
words. This will require that the objectives be thought through for 
the various ability and interest groups in the schools, and this in turn 
will help keep the educational program such that all children can profit 
by it. 

Interpretation in terms of the life of the community itself is a good 
principle to follow. Art work makes a difference in how children dress, 
what their homes look like, what the children may contribute to the 
improvement of parks, etc. Literature has to do with the reading 
habits of children and can be expressed in terms of what is available 
in the libraries, on the newsstands, and in the homes. Music can be 
expressed in terms of the offerings of the radio and phonograph. When 
it is realized that there is nothing particularly systematic about any 
educational activity; that any activity must contribute either to life 
by changing habits or by providing some useful stock of concepts and 
knowledge more or less common to all the population, the task of 
adapting the offerings of the school to the whole range of school popula- 
tion becomes greatly simplified and the danger of offerings by which 
children cannot profit decreases. 


Awareness of Public Standards of Achievement 

When changes are being made in the educational program there is 
always the .lunger that the. public may not fully appreciate even excel- 
lent reasons for change. The public is quite as prone to the intellec- 
tual fallacy of taking the container for the cont ained as is the protession. 
Kasv acceptance of the objective of learning to read for every child, 
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regardless of the ability of the child to learn to read, is one example <>1 
this. The strength of public attitude on this is so great that a school 
undertaking a more defensible program than that followed in the 
primary grades may have to do a certain amount of relatively useless 
work as a matter of prudence until the public has more defensible 
objectives for the primary years. Any one who has taught in a country 
school knows something of expectancy. The public tends to measure 
the quality of the school by the arithmetic children learn, by the par- 
ticular words they learn to spell at various grade levels, etc. It is 
prudent to be alert to these oversimplified indexes of educational 
efficiency and to provide, where possible, that they be met. Cer- 
tainly it is not prudent to fail to meet them in any successful 
program of the reeducation of the public. If grandmother, grand- 
father, mother, and father all learned to spell “daguerreotype’' by the 
third grade, it may be well to see that little Mary and Johnny also 
learn to spell it by the third grade, regardless of the educational reason- 
ing) nt least until the problem has been cleared up with the grand- 
parents’ peace society. 

In brief, the school should not violate in its work or in its claims 
those things which the people hold dear. We may not teach how to 
think in the simplified manner to which the public has been accus- 
tomed to think that such teaching can be carried on, but certainly the 
schools today teach children how to think far more effectively than any 
earlier schools. The teaching is in line with psychological facts, 
whereas much of the old-time teaching of how to think was based upon 
a faulty psychology. This being true, we should not allow our own 
knowledge of the complexity of the problem to keep us from emphasiz- 
ing the fact that one of the many tasks of the schools is to teach children 
how to think. Similarly, it would seem to be far more prudent to 
emphasize the splendid cultural and habit-forming contributions to 
moral stamina than to assume that the separation of church and state 
makes no character building possible in the schools. 

The rule works both ways. Parents often become alert to what 
they consider to be an objective which they see clearly, although 
per aps erroneously. The chances are very good that the objective 
wi not be in conflict with those held by the schools, although the 
description may be couched in terms of discredited practices. In such 
cases it is prudent for principals, teachers, and administrators to trv 
o get behind the words to the true meanings, to seek to see what the 
undamental difficulty is, and to meet it. The assumption that 

"if Wd a " 6 ^ COncerned with th e best interests 

dren makes a splendid beginning for a conference which 
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might easily become a controversy. The writer well remembers the 
country schoolteacher who, knowing from the reports of the children 
that a parent was on the way to school to give him a beating, through 
fear or good sense was able to meet the parent at the door with an 
extended hand and a cheerful “Good morning, Mr. Jones,” and got 
an invitation to spend the weekend rather than a beating which was in 
a degree deserved. 


Merit of Simplicity 

This is not to pass over the critical significance of the simplicity 
principle. Certainly, other things being anywhere near equal, the 
simpler of two plans is to be preferred. Most proposals can be stream- 
lined considerably if attention is given to just how significant their 
complicated embellishments are. This is the task that engineers face 
continually in reducing theoretical mathematical formulas to practical 
use. In actual practice they examine the significance of theoretical 
factors the value of which cannot be judged by pure mathematics. 
Perhaps there is much more that we can do with our educational 
inventions in reducing them to simpler forms. 

Dangers from Complexity 

One; basic advantage to a simple procedure is that the more people 
who understand it the less likely it is to get out of hand. Once a 
complex procedure has been adopted it comes to gain merit from its 
very mysteriousness. The public assumes that if such a complex 
procedure was adopted it must have had some overwhelming justifica- 
tion. Accordingly, they hesitate to meddle with it. 

This holds for prudential provisions as well as others. I or examp e, 
the writer had occasion to follow through the system of checks and 
balances surrounding the making of expenditures in the cities of a 
certain state. Vouchers were made out in the school office and sent 
l.o the city auditor. This was believed by all concerned to be a check 
on public moneys. As a matter of fact, the auditor had no an 1011 y 
to challenge the vouchers, lie simply recorded them by num her an 
sent them on to the treasurer. The treasurer recorded them in anothei 
book that corresponded with a city system of accounts and paid Ahem 
Ho was simply the disbursing officer. There was a great clod of 

bookkeeping without any prudential safeguards. Vet t t - 

Hchool board, city officials, and all others concerned thong h ^ they ad 
a fine system of checks and balances. . The complexity of this 
l ion was therefore a source of potential danger. 
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Fiscal Dependence an Example of Undue Complexity 

Another illustration of a prudential arrangement quite the opposite 
of prudence is the system of fiscal dependence of boards of education 
on municipal governments. Where this exists as a prudential measure 
rather than as a device to settle problems arising from over-all tax 
limits, its justification is in the check of the school board exercised by 
municipal authority. Of course the economy argument is also used to 
ju-tify retaining this solution where it exists. McGaughy in the early 
twenties exploded this theory by evidence that fiscally responsible 
school boards do not spend any more than fiscally dependent school 
boards, but that they do spend more in proportion on strictly educa- 
tional matters . 1 At least it showed that fiscal dependence did not 
result in smaller expenditures, whatever other conclusions it may have 
supported. There is reason to believe, however, that money spent 
by fiscally responsible boards is better spent. Fiscally responsible 
boards cannot escape the responsibility for thinking through educa- 
tional problems by citing their lack of ultimate authority. Further- 
more, fiscally responsible boards know that savings they make go either 
into the educational program or back into the taxpayers’ pockets 
while fiscally dependent boards have no such assurance and conse- 
quently no spur to careful analysis of their programs. 

Where boards do not have the simple structure that gives them 
direct responsibility to the people, the structure should Jae simplified. 

In a great many instances fiscal dependence has resulted from 
another prudential device: the setting of an over-all limitation on 
projxTtv taxes for current purposes. This questionable prudential 
step has become quite popular in recent years. In such a situation it 
I weenies necessary to have some body or group determine how the 
available taxes shall be apportioned between the municipal govern- 
ment and the school district. For some obscure reason this authority 
is commonly vested in the municipal government , 2 It might con- 
ceivably, and with as poor logic, Ire placed in the local board of educa- 
tion but never is. Tho practice is undesirable and the results are likely 

to lxi bad. 

Ihe best solution to this problem Is to eliminate the prudential 
proMsion of tax limitations. If this cannot be done, then the next 

■Mctlxconv, J . R. "The Fiscal Administration of City School Systems,” 
Compun w W24 anC< ^ C ° mmi * sion ’ VoL V - Xew York: The Macmillan 

of t Jo Clt> lli * tric f tS ° f XeW Jerse >'- U is P* aced ^ a special board made up 

mayor I,7ohio 'Zdall h ° f eduCation ’ two of the city council and the 

major. In Oh.o and Oklahoma the power is placed in a county board 
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best device for obtaining freedom for the local school district is to 
earmark a given millage for the use of the school district and for its 
vise alone. This practice is followed in a number of communities. 
But it has its drawbacks. The chief difficulty is that once the dis- 
trict has used up its tax leeway it finds itself with a crippling limitation 
of power to make decisions. Local tax leeway— and hence local power 
to make decisions affecting the educational program— may be safe- 
guarded in part provided the state increases its contribution to the 
foundation program. The danger to be guarded against when this 
device is employed is mistaking that which appears to be relief for 
that which actually is not. When the state has used this device for 
increasing tax leeway to districts which do not have a guaranteed 
millage there have been too many instances where the tax leeway 
actually flowed to the municipal government rather than to the schoo s 
themselves. Tax leeway for municipal purposes may be needed 
badly and the state may lie justified in granting aid to municipalities 
for this purpose. It is hardly justifiable, however to bring about 

readjustments in municipal government by what really becomes a fake 
increase, of aid to schools. In such cases experience has shown that the 
public does not understand that the increased tax leeway goes to the 
municipality and not to the schools. For example in the reduction of 
, (!l te uid that occurred in New York State in the early thu ties no 
on( . seriously suggested that part of (he reduction should be met bj 
)ll( . municipal governments in those communities operating undei tax 
fimit at ions However, a check on what happened to state aid when 
i( w .; s originally granted showed that part of it went to municipal 
governments. Obviously it is not prudent to expect the public 

over 11 :! lltitil in which a specified millage is 
l ' l for schools the municipality may grant to the schools 
,,!l ' i"; 1 ' i„ oxcess of that raised by the specified millage. The granting 

of this additional Y ■ mt ulU;d by the municipality 

U "' lu relation to the amount obtained from the specified 

UK, ‘ ! Y J'hi order to get it the, local board of education may be 

h "1 1 • 1 1 m. f - *J * * ' ^ * " * || ^ ^ | t , r n,tfi S <) ii* "slVt n 1 1 < l 0 alert to take advautage^of 

facilities that can . h<,,p !j“ w'n^Hand public agencies. It 

dr.inainlH c.oopr.nit ion ' ) ‘ i n k 0 [ vvc to call upon others 

— * tt ~ 
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would seem to be nothing in this attitude conflicting with the desira- 
bility of keeping the schools fiscally responsible . 1 With the basic 
power to decide with respect to the school budget left to the board of 
education, there need be no fear of taking advantage of cooperative 
activity with municipal government, with other public agencies, or 
with private agencies. Prudence, however, demands that the fact 
be held in mind continuously that the schools are measured not by the 
amount of cooperation obtained in getting a job done but by the quality 
of the job. Prudence does not, therefore, demand cooperation for 
cooperation’s sake. It demands cooperation for the sake of furthering 
educational objectives. 


RESPONSIBILITY AND AUTHORITY 

The discussion of fiscal responsibility of school boards is closely 
related to another application of the prudence principle, i.e., the 
association in an agent of authority commensurate with its responsi- 
bility. This principle grows out of varied experience in complex 
institutions and enterprises. Experience shows that an administrator 
held responsible but not given the requisite authority is likely to be 
inefficient. 

The issues involved are interestingly summarized in the following: 

It will generally be found that he has failed to delegate sufficient power for the 
task ostensibly assigned; or failed to make clear to each official from the beginning 
precisely where his own power and responsibility began and ended; or failed to 
prevent duplication and conflict of powers; or failed to support an official fully as 
long as he was retained in office and kept within his assigned power; or failed to 
discipline or remove an official the moment he overstepped his assigned power. 2 


Application to Structure of Local School Systems 

The implications of this principle come out in considering the 
organizational and operational structure of the school system as they 
are reflected in board rules and regulations and formal or informal 
operational plans. In such documents and plans a crucial aspect is 
bound to be the allocation of responsibility and authority. If, in the 
allocation of authority, considering all the principles that come into 
play, doubt is left with respect to ultimate authority to act, the prin- 
ciple is violated. Care must be taken not to give the person to whom 
responsibility is allotted the feeling that he has to run to higher 

1 Henry and Kerwin found no significant difference in this respect between 
independent and dependent school systems. See Henry, Nelson B., and Jerome 

1938 SCh0 ° Li aWl CUV Government ’ Chic ago: University of Chicago Press, 

2 From an editorial appearing in The New York Times, Aug. 26, 1944. 



186 


PRINCIPLES OF SCHOOL ADMINISTRATION 


authority, and it is quite as important that language be avoided that 
seems to invite appeal to higher authority. Such terms as “subject 
to the approval of the superintendent” and “subject to the approval 
of the board” should be used with extreme caution. Here one aspect 
of prudence conflicts with another that is often of greater importance. 
Presumably the superintendent or the board, as the case may be, has 
had a hand in delegating the responsibility and authority and, if 
necessary, can withdraw it. It should not be necessary under such 
circumstances to seek to cover every contingency and thus to invite 

weak administration. 


Application to Audits 

The essential purpose of audits by a state authority or by certified 
public accountants is to assure that those who have the responsibility 
for carrying out the financial instructions of the board actually do 
exercise that responsibility. If the agency has the power to pass on 
the efficiency of the act, the audit runs seriously into conflict with the 
responsibility principle, and if it seeks to determine the legality of the 
original authorization, it conflicts with adaptability. So the audit 
should be limited to honesty in the sense that established procedures 

have been carried out to safeguard against fraud. 

The state may well set up regulations assuring that the expenditures 

be in accordance with the duly authorized budget or with modifications 
in that budget made by authorized processes. In this case the audit 
in effect becomes an audit of the board’s keeping faith with those whom 
the budget affects and, if the budget lias been democratically devel- 
oped with those with whom it is a sort of contract. 

In the actual operation of schools, prudence demands that there 
shall he an economical expenditure of funds. The concern for economy 
may la! so great as to lend to the creation of a state auditing >o 5 
Z power to preview budgets in order to determine whether or no 

respect is that the state body will be so diligent that the actual resub 

will he a shifting of powers from local districts to 

prove an indirect but nevertheless real reallocation of powe _ 

is £. vzxzzx £•=£££ 

matters of deliberate balanced judgment. 
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LOYALTIES 

An important ingredient of the cement that holds together the 
hundreds of groups into which any large population forms itself is 
loyalty to a cause or to the group itself. Change in an educational 
program often calls for a new alignment of loyalties and the breaking 
down of old loyalties. The response of the public in opposition to 
change is quite as often an opposition to real or imagined shifting of 
loyalties as it is a regard for stability in the purposes to be served, 
even though the reason for objection will probably be couched in the 
more “ defensible ” regard for stability. 

Applied to Consolidation of Schools 

A dramatic example of the operation of this phenomenon of the 
public mind is the opposition of rural communities to giving up the one- 
room school. These people went to school here; their parents attended 
this school and their grandparents. It is associated with the romantic 
aspects of life. Attacks on its inadequacy may cause resentment. 
The response is likely to be “It was good enough for me and it is good 
enough for my children.” The real difficulty may be outraged loyal- 
ties. If this is the case, the approach of administration should be 
through praise of what the school has meant in its long history; the 
appeal should be to provide as good education for their children in 
their time as the education in this school was for the parents in their 
time. Perhaps to this should be added a plan to keep the old school- 
house as a community meeting place, as a local museum for the first 
spike-tooth harrow, great-grandfather's grain cradle, grandmother’s 
cookie jar. How shortsighted we have been not to capitalize on these 
loyalties to make country life richer. I he writer will long remember 
his own feelings of outraged loyalties when he visited the country 
school where he began his teaching and found that it had been turned 
into a tool shed. On the hill behind the remains of this institution 
were the gravestones of the men and women who had carved the 
beautiful countryside out of the wilderness, of the men who had given 
of their time to help the youngsters learn to judge corn and cattle. 

I have no doubt but that the community could have afforded to keep 
up this building for old times’ sake, could have even afforded to carve 

on a monument the names of these solid citizens who had their whole 
educational experience here. 

Applied to Small Everyday Matters 

Loyalties play a part in much smaller matters. There are loyalties 
0 e subjects we studied, to the words we learned to spell, to the 
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persons who inaugurated a plan now to be abandoned, to persons who 
worked valiantly without apparently getting the notice of the adminis- 
tration. They are found in staff, students, parents, and public. 
Prudent is the administrator who has a sense for them and a knack for 
harnessing rather than for frustrating them. 

Applied to Minorities 

The same type of reasoning argues for making adjustments to 
minority religious and social beliefs. One school principal arranged 
for the children belonging to a certain religious sect to come 15 minutes 
late in the morning and to stay 15 minutes late after school so that 
they would not be subjected to the requirement of saluting the Hag. 
Probably he had a far more realistic notion of what it takes to develop 
patriotism than those who insist upon a uniform rule for all. Actual 
experience showed that the children belonging to this religious sect 
did not like to stay after school better than any other children, and 
once the matter was not made a point of principle, they soon found it 
possible to join in the exercises. Even if they had not, the adjustment 
was probably a far more sensible one than one that has so o 

precipitated rather ghastly court eases. 

In another instance, the teacher who found one such child in a 

who .... -Kv *0 "°Vu f* “ 

fHLr because she belonged to a particular religious sect, met the situa 
flag because sue s «< All v \„\ xt then, we need 

in '"tS’ You 1...M "» : nk »...> the rest of « will 

ZZ: " Tl.orc. secmcil t wUbhW 1" «* rogulations of the sect 

ff. T f ■•yi'ir rx;' 

love for government as the normal procedure would have been. 

INERTIA 

that may cause aliao.I.miMK " •> • appraise a new 
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ing on which it is based. One frequently used device for decreasing 
the probability that some facet of the problem will be overlooked is 
calling into consultation persons of varied viewpoints. Many adminis- 
trators are given credit for exercising democracy when in fact they 
are using prudence. Another device is allowing time to elapse before 
the plan is put into operation. Taking counsel of one’s pillow is a 
time-honored device that holds for school administration as well 
as for other human problems. More is made of this problem in the 
discussion of stability (Chap. XV). 

Often the shock comes from failure to consider some humanitarian 
aspect of the problem. We become so concerned with the results we 
wish that we forget what the proposed method may involve in burden 
on staff members, for example. Our judgment gets out of balance 
with the result that the desired results are not achieved. Use of 
unbalanced judgment is a violation of prudence in addition to being 
a violation of the neglected principles. It is not prudent to neglect 
democracy, justice, and equality; it is not prudent to forget the pur- 
poses to be served by the schools in serving too exclusively the urge to 
be humanitarian. 

Ordinarily we associate the term “inertia” with a body not in 
motion. In the physical sense, however, it is quite correct to think 
of inertia as the tendency of a body in motion to retain its state of 
motion and direction. There is something of a parallel between the 
inertia of motion and the tendency of human beings to expect a con- 
tinuation of action at the rate and in the direction they have been led 
to expect, either by custom or by promises. Go slow when the com- 
munity expects deliberation, go fast when delay will irritate. 

Similarly, stimulation of hopes for possible, action with groups 
that have no means of influencing the decision to take action may be 
of questionable prudence, however democratic it may appear to be. 
In this last instance good administration will seek to open channels for 
interested groups to influence action rather than to limit the range of 
discussion— means by which the pupils’ thinking may be taken into 
consideration in determining policy ; staff advisory groups to the board 
of education; provisions for many conferences with citizen and staff 
groups in the process of formulation of the budget. Lacking such 
channels, prudence counsels letting sleeping dogs lie. 1 


4 

unh'UWI qU0t r + , S °° rates aa ^marking: “For business is not disposed to wait 
until the doer of the business is at leisure; but the doer must follow up what he is 
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DANGER OF OVERSTRESSING PRUDENTIAL CONSIDERATIONS 

Perhaps a word of caution is needed. Here more than in the case 
of any other principle treated is there danger of forgetting the purpose 
for which the enterprise is operated. Prudence is so deep-rooted, so 
respected, that there is great danger of making it central. The writer 
has had the privilege of visiting many schools in many states and 
countries during the past two decades. One of the persistent impres- 
sions from these visits is the tremendous handicap and the attendant 
loss in efficiency that has come from the general negative climate in 
which schools are now operating. Teachers are cramped, frustrated, 
denied the use of their abilities and enthusiasms by the continuous 
bombardment of groups seeking to reduce educational expenditures. 
Rarely is there a group of outstanding citizens, untrammeled by 

affiliation with parent groups, upholding their hands. 

Whatever their level of training, whatever the tools they are given 
to work with, teachers by and large, probably more than the general run 
of humanity, find their life in their work. To many of them homes are 
meaningless. School is home. The work to be done is done. 1 here 
is always more to do then can lie done. There is no go-and-no-go 
gauge that says this practice meets the standard and need not be 
better To most teachers today, as to good teachers always, each 
boy and girl is a product that always promises to repay one more effort, 

one more refinement. . , 

How tragic it is, then, for a community to allow its voice to be one 

that, will discourage this extra effort that means so much mom to 

boys and girls than the mere achievement of skills m reading, writing, 

and arithmetic. The better its teaching corps, the greater the waste 

"l a community atmosphere that fails to consider their conscientious 

and sensitive souls as public charges. . , , . f 

One cannot I, lit tool that thin tremendous waste is duo to lack of 

awareness on the part of the adult public of tlm purpose. 
o,l Oio machinery that has been devised for attaining these pi 

poses The result is ill-considered, unduly drastic, and mol cc ive 

LtcnintH to improve the prudential management of schools. 

S , " the problem engage, no much alto,. lion from our loader, 

• ’ tc and public or of their satellites, it would seem to be asking 
Eti ' w t;g,..t that they become a little better informed on 
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a sort of necessary evil. At its best, in its most intimate forms it 
deals largely with the pathological aspects of society: with criminals, 
with injustice, with epidemics. Perhaps these manifestations of 
government are greater determiners of public attitude than the service 
functions such as provision of highways and mail service or the creative 
functions such as the agriculture experiment stations and education. 
Perhaps this may be the reason that the more farsighted in the past 
generations arranged for school elections apart from the regular elec- 
tions and for fiscal independence of school boards, and why the easy 
prudential reasoning from analogy with highway and welfare depart- 
ments, for example, for the centralization of powers in schools leaves 
cold so many laymen as well as professional workers. 

School administrators have a particularly strong responsibility 
for balancing positive purpose to be served over against the narrowly 
prudential considerations. In applying the common sense of the 
family, as Jeremy Bentham proposed, school administrators should 
not overlook “the urge for more abundant life” aspects of family life 
that apply to the school as to no other aspect of government. In the 
last analysis the prudence of the school (ludisprudence) is to serve its 
creative purposes. If such a sublimation of these strong forces could 
take place, William Blake’s oft-quoted cynicism, “Prudence is a rich, 
ugly, old maid courted by incapacity,” would be less applicable to 
school affairs. 


SUMMARY 

One of the most pervading patterns in the sense of the practical 
that characterizes our culture is regard for simplicity. We are sus- 
picious of procedures that are so complicated that we cannot readily 
understand them. Accordingly, administrators should strive to pre- 
sent innovations in meaningful terms, to stress their similarities to the 
old. 

Changes in procedure appear simpler if there has been built up an 
understanding of the basic characteristics of the school. Those con- 
cerned will, under such conditions, be less likely to judge the new in 
terms of what they do to superficial aspects of the old. Advance 
notice of changes that give time for understanding to develop is 
advisable. Professional terminology, however it may make for 
simplicity in communication within the professional group, is no aid to 
communication with the public ; it introduces unnecessary complexity. 

. Awa , reness of wtat the public holds as standards of the good school 
is an aid in interpreting the schools to the public in simple ways. It 

is not easy to consider strange sounding objectives and strange pro- 



192 


PRINCIPLES OF SCHOOL ADMINISTRATION 


cedures at the same time. Such awareness is helpful also in keeping 
the professional group from interpreting words used by the public in 
the specific ways that the profession has come to consider them. 

There is, of course, actual merit to simplicity. Accordingly, atten- 
tion should be given to simplifying procedures as well as to presenting 
them in a way that makes for understanding. Complex procedures 
adopted by one generation may be accepted by the next as having 
some more or less mysterious fruits. The new generation accordingly 
shy off from meddling with them. This is probably a partial explana- 
tion for the persistence of the school board made fiscally dependent 
upon municipal government. 

Practical everyday experience of people makes them alert to the 
dangers of assigning responsibility and authority in unbalanced 
amounts. Sufficient power should be delegated “for the task osten- 
sibly assigned,” and each official should have it made cleai to him 
“ from the beginning precisely where his own power and responsibility 
begins and ends. This principle is of the utmost importance in 
devising and changing the organizational and operational structure of 
the school system. Understanding of its relation to audits by state 
officials should help keep them from becoming destructive. 

Change in an educational program often calls for a new alignment 
of individuals in groups and thus for the breaking down of old group 
loyalties. Consideration of this principle may smooth the way for 
major changes, such as school consolidation, and for changes in the 
small everyday matters. Balancing this principle as a positive crite- 
rion may make dealing with minority groups easier and more sensible. 

The tendency to strike out against the unexpected should be 
assessed and anticipated by avoiding the unexpected. Democratic 

forms leading to wide discussion have as one of their fruits the avoi - 
anco of shock from unexpected action. The same principle applies 
to the fast-moving community as to the slow-moving one. Unexpected 
delay is quite as irritating as unexpected positive action. 

Since the prudential considerations are driven home from child- 
hood, we always run the danger of giving too great weight to them in 

arriving at a balanced judgment. 

Exercises 

, Which of the priiclcnti.il principles dealt with in this Raptor has par- 
ti cu I ft rlys t roii K hearing on structural and operational patterns, winch on the use 

° f '"<< operational phases of -'ministration out 

,incd in ( hip. I which have, as a chief purpose, the function of serving one or 
other of theno principle*? 
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3. Give examples of difficulties administration has experienced by failure to 

appraise the inertia of public, parents, staff, or pupils. 

4. Give similar examples showing a disregard for loyalties. 

5. Which of these principles account for the qualification of powers given 
subordinate administrators by the appending of the following: subject to the 

approval of the superintendent of schools. 

6. Many administrators like to take more or less sly digs at educational 

research. Can you find an explanation for this in any one of these principles? 

7. Refer again to the books dealing with public relations given in the Selected 
Readings following Chap. VIII. Can you find an example of where the author 
was more concerned with prudential considerations than with democratic? 

8. What provisions are to be found in the School Code for the State of New 
Osceola (Appendix E) to serve each of these principles? In your judgment would 
any of them interfere with the achievement of the purposes for which schools are 
established? 

9. What provisions are to be found in the administrative code of Green Wil- 
lows, New York (Appendix D) to serve each of these principles? In your judg- 
ment would any of them interfere with the humanitarian principles or with the 
purposes for which the schools are operated? 

10. Express in simple terms understandable to the layman some educational 
idea that we have customarily buried under professional language. (Such ideas 
as 41 the child-centered school/ 1 “core curriculum/ 7 “individual differences/ 7 
“intelligence quotient/ 7 or “activity program 77 might be used.) 

11. Can any of the phases of prudence developed in this chapter be applied in 
resolving the difficulty some educational leaders see in the “line and staff 77 organi- 
zation of school systems? 

12. Give examples of prudence in school administration not covered satis- 
factorily by any of the seven aspects treated in this and the preceding chapter. 
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CHAPTER XIII 


ADAPTABILITY 




f" 


Just as the preceding six chapters are manifestations of the institu- 
tion’s relations to individuals in society, adaptability, flexibility, and 
stability are tied together as manifestations of the institution toward 
changes in the purposes it serves or in the methods of serving them, 
on the one hand, and toward the way it deals with individuals in a 
changing setting on the other. It must be adaptable, flexible, and 
stable, if it is to serve its purposes effectively and at the same time give 
due regard to the individual human beings caught up in its functioning. 

Of these three the only one that is highly emotionalized, like 
democracy, justice, and equality, is stability . 1 Large numbers of 
persons, however, have had sufficient experience with institutions, 
businesses, or organizations in which they have had some degree of 
choice so that they can respond to flexibility and adaptability much as 
they respond to the prudential criteria. They are good business, good 
common sense. 


RELATION OF ADAPTABILITY TO STABILITY AND FLEXIBILITY 

Adaptability, stability, and flexibility are really facets of the same 
thing. The institution must be able to adjust to newly developing 
needs within its sphere of action and in its dealings with persons neces- 
sarily involved. This is adaptability. In the process of achieving 
its educational purposes, it must be able to deal differently with 
different human beings who, like teachers, are agents in the process or, 
like parents and the public at large, are in one way or another affected 
by the process or its results. This is flexibility. It must be able to 
achieve adaptability without jeopardizing tried and tested achieve- 
ments in the process and without undue disruption in the lives of its 
agents or the people whom it affects; that is, without violating stability" 
A school must have these three characteristics if it is to achieve its 
purposes and at the same time give due regard to all persons imme- 
diately or remotely concerned. It must hold fast to the good, change 

what requires change, and be fertile in considering individual differ- 
ences in all personalities involved. 

^ Probably because of what it has in common with inertia as treated in Chap. 
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Of the three, the most difficult to achieve is adaptability, for it 
deals with the unknown, with the newly emerging, with tilings that are 
not commonly known. The adaptor is always going beyond com- 
mon knowledge. He is accordingly a social reject. We have names 
for him that are only mildly complimentary: “the starry-eyed,” 
“the experimenter,” “the pioneer,” “he has his head in the clouds,” 

“his feet are not on the ground.” 

Some of the less desirable of these applications come from the 

tendency to fall in love with change for change’s sake; to seek pub- 
licity; to attack the old as bad; to disregard differences in personality 
among those affected. Actually, good administration does not have 
these faults. It sees adaptability and stability as opposite sides of the 
same coin; the judgment as to what is the best way to serve the school’s 
objectives in a given situation. Neither the old nor the new is con- 
sidered better apart from the evidence of results. This connotes 

neither progressivism nor conservatism. 1 

As a matter of fact, much that may pass for stability is but the 

result of neglect to think about our problems. Such neglect may serve 
narrowly conceived stability but is bound to neglect adaptability and 
flexibility. Happily, neglect of flexibility sooner or later brings 
enough human irritations to achieve some measure of adjustment. 
But adaptability is the neglected facet. “When this is the basis or 
analysis, those who will be injured are the generations yet unborn or 

the immature children of the present. 

ADAPTABILITY IN AMERICAN CULTURE 

Nathaniel Chipman, in setting his specifications for an educational 
system 150 years ago, said that we must have an education that 
will break the despotism of tradition-keep abreast of progress and 
further it This was an appeal for adaptability m our govei union a 
structure, for the use of education to further adaptability m govern- 
ment. This is the key to the adaptability concept, to be able to 

adjust to the, newly emerging. 

As science develops a better understanding of U '« wc j 1 ' ; 
in a sense writes a proscription for change. Adap ability is the 

capacity to fill the prescription. Similarly, as social conditions change, 
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new prescriptions for living patterns are tendered us. Shifting in our 
relationship to economic systems of other lands as, for example, the 
shutting off of the Dutch rubber supplies in the Second World War, 
demands adjustments. To do without is to lack adaptability; to 
develop synthetic rubber is to exercise adaptability. 

We have been so accustomed to facing upsetting conditions in our 
national life, from scientific advances, from economic ups and downs, 
from changes in the national mind, that we find it difficult to conceive 
of a people resisting change. In fact, we tend to go to the opposite 
extreme, to accept change as good in and of itself ; to think of ability 
to change as synonymous with progress; to think of resistance to 
change as synonymous with inefficiency. 

At any rate we may count on the American people to respond to the 
idea that schools too must keep abreast of the best-known practices; 
that the old is not necessarily the most efficient just because it is old. 
Just as medical practice changes; just as automobiles change; just as 
the methods of packaging goods change; schools may also be expected 
to change in response to new discoveries, new insights, and changes 
in the social need. But we must consciously appeal to this capacity. 
It will not well up of itself so readily as the tendency to respond to the 
humanitarian or prudential appeals. 

It is interesting that a concept that has been behind the whole 

public education movement since the turn of the century, looking 

toward improvements in teaching, in curriculums, in textbooks, 

in schoolhouses, in school seating, in lighting, in supervision, and in 

business management, should have been given so little attention in 

professional literature. It ran throughout it but was never taken off 

by itself, as it were, and subjected to analysis. The first monograph 

on the subject appeared in 1938. 1 As to lack of use of this criterion 
this book has the following to say: 

One rarely hears of adaptability being used as a constructive criterion, 
though it is often advanced to justify the maintenance of certain practices! 
It is one of the arguments made in justification of the granting of taxing power 
to local communities for the purpose of supplementing the type of school 
program required by the state. Local taxing power, they say, encourages 
experimentation free from central censorship, though their real argument often 
centers about economy, flexibility to meet variations in local conditions, the 
claimed right of local government, or the alleged dependence of govern- 
mental stability on its close proximity to popular control. 

Those raising the argument in regard to experimentation claim that from 
it comes progress and hence adaptation. This is countered by the argument 

1 Mort and Cornell, op. cit., pp. 8-10. 
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that highly centralized control makes possible adaptation at will, without the 
delavs caused by the need of convincing a hundred or a thousand local authori- 
ties. Most often progress in education is regarded in terms of expansion and 
extension of the commonplace. Adaptability, or the capacity for future 
innovation and modification, is assumed or entirely disregarded. 

In decisions on detailed policy, adaptability is easily lost sight of. To 
attain an immediate end, those who cry loudly for local authority will be 
found insisting on some central requirement to be established by law: all 
schools, for example, to be forced into a particular pattern wdth respect to one 
or more features of the program — so much time for physical education, so 
much time for compulsory teaching of the Constitution, etc. Again, the 
proponents of the superiority of central control often appear, when actually 
on the job, to be far more interested in keeping accessory costs to a minimum 
and m maintaining checks and balances than in achieving far-reaching, needed, 

adaptive reforms. , , 

The fact is that nobody has given much more than oratorical reference to 

the methods of building adaptability into a school system. W bile it is found 
among the claims for both central and local support, it seems m reality to 
have had little or nothing to do with the existence of either form. Where we 
Rave local control, as in most American states, adaptability is a historical 
growth phenomenon, certainly never considered in any systematic fashion. 
Where systems have changed from local to central control, as in the Cape 
Province in South Africa, or in the state of North Carolina,' it has been to 
at tn in objectives quite other than adaptability. In these two cases it was 
for the purpose, of assuring a defensible minimum of educational opportunity 
for all There is no evidence that those who designed these central plans gave 

;1 Jl,, ,.. «... ,—l.iKy «.f local control tor th, s k 

Of adaptability. Nor did they seek to defend the centralization move b> 
cl, dm sometimes made that centralization tends to favor adaptability. 

Ah a result of this neglect, when the criterion is appealed to it is 
ant to be in a way that is subject to misunderstanding. Certainly 
Um appeal to adaptability is not an appeal for change to keep up wi h 
the Jones’s or for change for change’s sake. Rather it is an appe _ 
meet present needs better or needs as yet unmet. T he integrity of - 
need is essential. The validity of the change for improving the ma- 
nor of meeting old needs or of actually meeting a new need is implic , 
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change in the schools. The answer to these objections is that adapt- 
ability will not always be the critical consideration for any one person — 
nor should it be — and may never be the critical consideration for a 
group. The fact remains, however, that this is one of the responsive 
chords in our culture. Failure to take it into account may not only 
lose support but may in the long run prove disastrous to the educational 
program in a given community. Examples of how writers in other 
fields have taken its appeal for granted — as axiomatic — appear in 
books suggested under B in the Selected Readings at the end of this 
chapter. A quotation that characterizes interest in adaptability as 
a distinguishing characteristic of Americans follows: 


When a social system has achieved a good adjustment to the other sectors 
of the group’s culture and, through these, to the group’s environment, it can get 
along very well without utilizing special gifts. However, as soon as changes 
within the culture or in the external environment produce maladjustments, 
it has to recognize and utilize those gifts. The development of new social 
patterns calls for the individual qualities of thought and initiative, and the 
freer the rein given to these the more quickly new adjustments can be arrived 
at. For this reason, societies living under new or changing conditions are usu- 
ally characterized by a wealth of achievable statuses and by very broad delimi- 
tations of the competition for them. . . . Well-adjusted societies are, in 
general, characterized by a high preponderance of ascribed over achieved 
statuses, and increasing perfection of adjustment usually goes hand in hand 
with increasing rigidity of the social system. . . . Americans have been 
trained to attach such high values to individual initiative that they tend to 
look down upon societies which are rigidly organized and to pity the persons 
who live in them. . . . Membership in a rigidly organized society may 
deprive the individual of opportunities to exercise his particular gifts, but it 
gives him an emotional security which is almost unknown among ourselves . 1 


NEED FOR GREATER EMPHASIS IN EDUCATION 

The burden of the above discussion has been that greater considera- 
tion of the adaptability criterion is needed in education. In other 
words, education has not been sufficiently adaptable to adaptability. 
The authenticity of the need is supported by the results of studies of 
the rate of adjustment of schools to scientific advancement and social 
change. The most extensive of these studies were made by Farns- 
worth, Bateman, and Mort and Cornell . 11 These studies indicate that 

1 Linton, Ralph, The Study of Man, p. 129ff., New York: D. Appleton- 
Century, Inc., 1936. 

2 Farnsworth, Philo T., Adaptation Processes in Public School Systems, New 
Aork: Bureau of Publications, Teachers College, Columbia University, 1940. 

Bateman, E. Allen, Development of the County-unit School District in Utah 

- ew York: Bureau of Publications, Teachers College, Columbia University 1940 
Mort and Cornell, ov. cit. 
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in the past, in our system as it has operated, a period of 50 years 
between the recognition of a need and the first introduction of an 
invention has not been unusual. This is commonly followed by 15 
years of experimental tryout, and 35 years of diffusion. To put it in 
another way, the average American school lags 25 years behind the 
best practice. There is no information available on the length of time 
between the emergence of a need and its recognition. We know, 
however, that many needs have been recognized in recent years which 
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Fio. 1. — The adaptation time scale. (Adapted from Paul R .Mart and F. G. Cornell, 

American Schools in Transition 9 p. 49.) # 

1 Reooimition of need. 2. Period of refinement of definition of need and of inven- 
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adopted the practice. 

have existed since the emergence of man; for example, the need for 
vitamins in the diet and the need to discover the germ parent of a 
particular disease. The time curve of adaptation is shown by Fig. 1. 

THE EDUCATIONAL PROGRAM 

It is on the activities of the schools themselves that the principle 
of adaptability makes the most significant demands. Changes m t 
B ocial and economic conditions, discoveries of how learning takes place 
and the invention of important adaptations in the 

few decades. The questions to be asked fall into three groups which 
can be thought of as length, breadth, and depth : 
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1. Is there need for more extension of the time given to schooling? Should 
additional years be added to the high school? Should more be done to assist 
students to go to college? Should more be done on adult education? Should the 
school year be lengthened? Should better use be made of the summers? Are 
the school day and the school week long enough? Should schooling be begun 
earlier? Should mothers of young children and the school work more closely in 
the important growth years before schooling begins? 

2. Is there need for greater variation in the curriculum offerings? How about 
vocational education — is the work being done now with the help of federal aid 
really adequate for your community? What advantage should be taken of 
authentic work not only for its vocational training value but also for its growth 
value for all children? Is as much being taught about the physical world and our 
society as children and young people can and should learn? Are there skills of 
learning and communication that are being neglected? 

3. Is there need for a more powerful type of education for every year of school- 
ing? Are the knowledges and skills being taught in such a way as to promise full 
usefulness in later life? Is attention being given to the discovery and cultivation 
of special talents? Is sufficient attention being given to the slowly unfolding 
large patterns of conduct which we think of as intelligence, citizenship, character, 
health, and personality? 


Later this chapter deals with structural features which condition 
adaptability. But, however favorable the structure may be, adapta- 
tion itself comes as a result of the work of individuals. Recent 
studies indicate that the major needed changes which have emerged 
from a clarification of educational psychology, philosophy, sociology, 
an d from empirical appraisal studies during the past 40 years, have 
reached only approximately 30 per cent of the schools of America. 1 
Furthermore, they show that the public at large, boards of education, 
teachers, and even superintendents, are not aware of many of these 

needed changes which have been established as desirable for 20 or 30 
years. 


One of the implications of these results is that most administrators 
today need to appraise the status of their schools and to become aware, 
along with the public, school board, and teachers, of the demands 
made on their schools. Probably this, more than any one thing 
would serve the adaptability principle. It is true that many of the 
needed changes require additional money. It is also true that many 
o the needed changes are not found in the low-expenditure schools 
m spite of the fact that they seem on the surface to have no relation- 
ship to cost. The inference is that for some reason the low-expenditure 
schools have a personnel that has not kept up to date. Perhaps 
teachers were not well enough paid to buy magazines, or to go to 

1 Inferred from results found by Paul R. Mort and Francis G. Cornell in 
nnsylvama as reported in American Schools in Transition , Chap I New York- 
Bureau of Publications, Teachers College, Columbia University. 1941 
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summer school, or to buy books, or to travel. Perhaps the same holds 
for the superintendent. They have all been caught in an eddy at the 
side of the stream. However this may be, an urge to bring about 
improvements gives every promise of raising the level of the school 
systems simply by taking thought and mixing in with it a little hard 
work. There is every indication that we can by taking thought add 
several inches to the stature of American education. 

The city school surveys that have been made by the hundreds in 
the past 30 years have at any given time a similarity in detail and a 
lack of treatment of truly pioneering subject matter which symbolizes 
the general backwardness of our schools to bring about obviously 
needed changes. Had our school systems been truly adaptable, such 
surveys would have had an opportunity to work on the pioneering 
edge. There is so much to do simply to bring most school systems 
up to date that one who talks about adaptability in terms of appraisal 
of need and invention is thought of as a theorist. 

SHORT CUTS TO ADAPTATION IN OPERATIONAL UNITS 


Follow Best Practice 

Most school systems lag far behind best known practices. The 
task of bringing the schools up to date is not as great as first appears. 
A school system does not need to go through all the stages adaptations 
have gone through. A school system that did not respond to the need 
fur semiannual promotions does not now need to get rid of them 
In the light of present-day needs, it can start with a consideiable 
advantage, towards making those adjustments to individual di crences 
whirl, present understanding of the problem demands. Neither is 
school system required to center attention on changes which should 
have been made 20 years ago and which are still good- 01 1 ' 
rather discouraging line of procedure one can be substituted which w 
ti( ' the adaptations of that era around something newer and mo 
challenging * As a matter of fact, one of the characteristics of the 
'll .wi nded school today is the quality of integration that was lacking 

,:„„y i„ am at thill tlmo to be ,, roily mu. ill the oh 

1 u Inn In the better schools of today it is more difficult to see 

iristruc . , iifalions for they have been merged with otlici 

^ ’ir^ a w ^ BomctimeH almost to lose their identity; 

its rr : 1 — - - «* 
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instances the adaptations that should have been made 20 years ago are 

closely related to discoveries more recently made; for example, the 

kindergarten is related to the wider range of pre-school needs. 

Another cue comes from the fact that adaptations usually do not 

come singly: they come in clusters. It is generally feasible to lay 

stress on the newer, more dramatic change and carry the others along 
in its train. 

Unhappily, there are too many examples where the newest changes 

are made without the broader understanding of the necessity for 

carrying along a cluster of related changes. Recently tire writer 

visited a rural school in which the teacher had made efforts to int roduce 

changes of which she had become aware at a teachers’ meeting. The 

bulletin board was covei'ed with children’s drawings. On a bit of 

inquiry among the children, however, it became apparent that these 

drawings were laigely decoration. They did not result from any 

understanding on the part of the teacher of the use of drawing as a 

means of individual expression. As a matter of fact, it seemed to be 

the teacher’s belief that the important thing was to have the product 

and the psychological implications of getting the product had missed 

her entirely. Many examples of this symbolic adaptation are seen 
as different schools are visited. 

Another example is the development of supplementary reading 
materials. There are still many elassrooms in which the supplemen 
tary books have been nicely arranged on a table, and there are no 

children 114 Th themSe ' VeS are «»y Part in the lives of the 

children T he tables are too well ordered. Questioning the children 

eceTs period 7 Yd ° PP ,° rtUa>ty to «« kooks except during 

sandboxes with the figures all nicely cut out by the teacher plants ah 

get of seeing the children working Yan ednc7rion 1 

they spend so many of their growing houm “ " hich 

Scope of Leadership 

adap“i1t h The S Xttl7leY‘Y T ‘ in 

immediate subject in which they are Z&" ^7 “ntresS 
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in special classes so as to get rid of problem cases. They are seldom 
interested in improving educational opportunities for pre-school 
children, for out-of-school youth, or for adults. The adaptability 
principle would be served by a broadening of interests. Perhaps the 
administrative organization as it is does much to encourage this 
narrow point of view'. Generally, administrators think of English 
teachers as English teachers and nothing else. A little investigation 
w'ill show' that most teachers are human beings jwith much broader 
interests than they are credited with. The organization of the high 
school, in particular, tends to canalize teachers as purveyors of subject 

matter rather than as observers and guides of grow th. 

Superintendents too have a tendency to assume that their responsi- 
bility ends at the district lines. Frequently some of the most pressing 
problems cannot be solved without considering the wider community. 
Furthermore, most of the problems of structure which involve state 
legislation will only be solved as a result of the interests of local school 
administrators in problems affecting many communities. The con- 
cept of the state department of education as the top of the school sys- 
tem has been debilitating. The state department of education has not 
be Cn organized in the past nor can it likely be organized in the future 

as the spearhead of structural change. 

The adaptability principle makes demands on all fronts wheie 

advance in technology or social insight makes opportunities for 
improvement. It makes demands on the scope and quality of service, 
on the improvement of ways of working with employees and the public, 
on school buildings, on business methods, and on materials of con- 
struction. To be adaptable a school system must adapt. It must 
adapt, to needs now known and must, make decisions m such a mannei 

that the way will be open to future change. 


Building Adaptability into the System 


^ 

An interesting example of building adaptability into a policy or 
decision is given by good practices in schoolhouse construction 

Bwwww or the I>hy»iuil cliltioull i,» that 1»*» 

consider it, adaptability was first given broad cons, delation as sue 
in the planning of school buildings. Certainly if a progiam is , 

as other than a piece of equipment to be adjusted to the puiposc a 
hand The elimination of bearing walls between classrooms, the 
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grams require a change in buildings, nevertheless, the proper considera- 
tion of a school building will result in greatly increased facility for 
adaptation. 

Realization that any policy or procedure starts to get out of date 
the moment it is put into operation will doubtless often lead to pro- 
visions making future change easy. As an example, it may be recom- 
mended that rather complex procedures, such as that of developing 
a budget, should not be set down in detail as a board policy. Agree- 
ment b} r the board on a type of procedure from which the administrator 
may vary on the understanding that he will keep the board informed 
would be more adaptable than a formally approved detailed procedure. 

Administrative Policies 


The local administration is in a key position with respect to the 
adaptation process itself. Under local administration needs are 
discovered, invention is developed, introduction is made, and experi- 
mental application carried through. Considering local operation as a 
means to better schools rather than as a means to promote the demo- 
cratic method of control, the criterion of adaptability is of major 
importance. More than any other criterion, adaptability makes 
continuous demands upon creative ability. However, the administra- 
tive organization within the system itself is but a facilitating agency. 
1 he recognition of needs, the invention of ways of meeting them the 
experimentation with new adaptations, are problems for the individuals 

within the school system. The task of the administrator, therefore’ 
is to set up a favorable situation. ’ 




Smce 193o there have been a number of studies utilizing the adapt- 
ability criterion in the analysis of state legal structure for education 
on those conditions which make it likely that a community will be 
adaptable or to the contrary. At the time of this writing extensive 
research is being carried on seeking to discover the invention and 

invent" of adaptations and the more rapid adoption of improved 

orce of the adaptability criterion in local administration. 6 ^ 
Influence of Conununity 

™Sth?„ nd T ° f the “ rlier Studies * that 
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100,000 population, almost any measure of the community was found 
to be more closely related to the adaptation status of the schools than 
any of the measures of school staff that have been customarily used as 
indexes of the quality of the staff. 1 The implications of these findings 
grow as this area is subjected to more study. It is clear that school 
administration must be concerned with the trends of change in the 
community, with taking a hand in community decisions that may 
lead to a more or less adaptable school system. Wealth, tax leeway, 
character of the population — all in more or less rapid flux in any 
community, appear to be strong determinants of the character of the 

schools. 

The various community factors studied may be conveniently 
classified into three groups: (1) those related to good will towards 
education ; (2) those reflecting the understanding of what schools can 
do; and (3) those indicating the presence of factors which help or 
hinder the translation of good will and understanding into educational 


Of these three, the one which ranks the highest is the understanding 
of just how education can be a power in individual life and in the 
community life. This is readily subject to change. It requires work- 
ing with the public on what the schools might be able to do in the light 
of the best-known practices and is not adequately covered by tic 
ordinary public relations program, which seeks to explain what schools 
are now doing It is somewhat revolutionary in its demands. Wo 
longer may administration be content with a “public relations pro- 
“"L" JUd t« top the public "up on the schools" for prudent, al 
reasons. It is clearly a major demand on the superintendent In aae , 
on the school board, and on a goodnumber of persons throughout the 
system. It requires that the pubUT^t only the parents) be take 
info account to a degree that the democracy principle has seldom , 
ever been interpreted as demanding. It requires the ^rmulation of 
new materials designed to increase the understanding of the powei 
of education. A list of materials available at this writing is give . 

part of the bibliography at the end of this chapter. 

A, „<> df importance ,.rc there factors »' pel, seen, to .effect ood 
will towards education. Among them are the educational lea ' 

community, the percentage of business and professional employee 

ihL\ district. Clearly, changes in the community that tend ■ 

i ii tin 4(i r j-400 for correlations of social, economic, 

. KccMort, and f, ^ n ‘''^ al)l|i ’ t J P ; ( l 1 a ptoUsticnl m .nplin K of Pennsylvania 
and staff measures of adapt-aminy aim 

Hc.liool district* 
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increase these percentages will tend to build up the educational poten- 
tial of the community. 

A third group are those factors which tend to spur on or hold back 
the community potential arising out of good will and understanding. 
Among those that seem to be stimulating are an upward trend in 
population, wealth per pupil, and the percentage of home owners. 
Among those that appear to be resistances are high tax rates on prop- 
erty and the percentage of pupils attending nonpublic schools. Once 
conscious of the importance of these matters, the administration can 
plan an important part in promoting the favorable characteristics and 
correcting the resistance characteristics. 

We are due for other surprises in untapped resources as these studies 
proceed. 

Staff 

The revelation in earlier studies of characteristics of staffs that 
have been in the eye of administration and are not as closely related 
to adaptability as might be expected is the basis for extensive studies 
of staff characteristics now under way. Most administrators have 
deplored the lack of young blood, yet to our great surprise studies have 
shown a direct relationship between age of staff and adaptability of 

expected. “ ^ ** * " *> contrary of what las 

Searching for staff characteristics that might be related more 
closely to adaptability, current studies are delving into measures of 

with Pe . ° f ™. ltural contacts of staff members, scope of contacts 
with the immediate community and with the detailed breakdown of 

r jtjs -j* ri? 

sr tr r 

Xt which the pattem oJ the 5,:lloo, staa is m ° re « ^ 

t delr ZnlhTst F* f ^ 5nal ba ^ound of 
that a teaching T*? “ “‘***M1T 

education can do as compared with the rnr l “ nderSt “ dm « » f ""hat 
grades or subjects In thp pari’ + ^ . u ar men ^s of their own 

teachers on the whole had somWt of” “ 7“ discoveretI ‘hat while 

- - — 
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teachers having a good understanding had a better relationship with 
adaptability than the average level of understanding. The same was 
found to be true with respect to the public. This suggests that work 
on raising the level of understanding, even with a few teachers and a 
few members of the public, will begin to pay dividends. It also 
suggests the possibility that a joint study of education by interested 
staff members and the best and wisest in the community might be 
a profitable way of making a beginning towards an increased under- 
standing of the power of education. 

If we are to consider that the potential of a teaching staff rises 

from its background and from its understanding of the power of educa- 
tion, we cannot but consider the whole pattern of school administration 
as a complex of devices which, whatever their intent, either release 


this potential or suppress it. 

Early studies show that the expenditure level of schools is highly 
related to adaptability; this in spite of the fact that many of the 
characteristics of good schools do not in and of themselves cost any 
more Is it not reasonable to assume that the expenditure level is one 
of the factors that either implements or dampens the potential of a 
staff according to its favorableness? Likewise it is worth while to 
investigate not only the financial factors, but the staff characteristics, 
the interpretation by the staff of public attitudes (which may be 

grossly erroneous), the various administrative arrangements such 

as the character of the board (how it is elected how it works), the 
arrangements for stability in administration, the simplicity of the 
power lines (dual administration or unitary administration, for exam- 
ple) and the nature of the relationships with central agencies Studies 
now being carried on under the auspices of the Metropolitan School 
Study Council are dipping into all these matters. 


Student Body 

Considering the student body as made up of budding human 
beings who are a part of the community and also, in a sense, a pai 

r 1 : ;,t £££££**« » *• •— ° f *• schools 

trickle through arrangements made lor c0 " 

Current studies, hmvever, arc «' 1 understanding to the 

'Zo to appra.se the various 
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administrative devices used which may serve as channels between these 
younger members of the community and those who control policy. 

Symbiotic Groups and Other Operational Factors 

Wherever people live in close proximity to one another, various 
sorts of group relationships spring up. Some of these groups may be 
inimical to public education; some may be organized definitely around 
public education, such, for example, as parent-teacher associations. 
Most of them, however, are organized ostensibly for other purposes 
that, to a varying degree, monopolize the course of their discussion 
Churches are examples of groups in which the purpose has a strong 
monopoly over the interplay of minds. In contrast, the purposes of 
community-improvement societies and luncheon clubs leave wide 
leeway for a consideration of matters of general concern such as 
public education. These cells of human communication within a popu- 
lation provide ready-made groups of people for a study of the power of 

education and, m varying degrees, channels for expressing opinions 
with respect to what the schools should do. 

Schools are found to vary markedly in the degree to which they 
are conscious of these symbiotic groups in the population they serve 

On7J*h + a S ? m f the , degree t0 which the F attempt to utilize them" 

assets in thfc ^ ad ™ tration seems to be to assess these 

assets in the community, to discover the interests thev have which 

might lead to a better understanding of the power of education and to 

open channels of communication to the schools directly or to the board 

of education. 1 Certainly there is plenty of evidence that rve cannot 

depend upon even the best school board to do the job of raising public 

the tods of think" ““ eVents - to be “odious of 

fd^sSoI maJ ° r fr ° m b “ ds «*■“*£ -d school 

One device that has been suggested is the use of four nr n u i 

3S 

while to include mature pupds iu some of th« dTlt" ’ , ° rth 

STATE SETTING 

scho^r: 1 *•*•? in 

1 Dr. Wilbur TTallo K l • piactlCeS 111 School 

values high among commLtyTflurLlfo'ufd*'.” h °' J 

community groups th* have the freest eh.nne,, of £££.“■ ZZZ 7 
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finance up to the turn of the century, thought that he had seen two 
principles in operation — one, equalization of educational opportunity 
and the other, reward for effort. In the two decades that followed, 
state aid systems were built largely on the assumption that half the aid 
ought to go for reward for effort and half for helping weak communities. 
Strayer and Haig, reviewing this in the early twenties, came to the 
conclusion that such use of Cubberley’s two principles led to a cancella- 
tion of effects. They rejected reward for effort as a principle and drew 
much more far-reaching implications from the equality principle than 
had theretofore been recognized. Interestingly enough, however, in 
stating the clear demands of the equalization principle they stated that 
this was not to be interpreted to mean uniformity; that it was not to 
be interpreted to mean that communities that wished to do more than 
the minimum should be denied the right to do so. I his was a cloud 
on the horizon no bigger than a man’s hand in the early twenties but 
grew to tremendous proportions in the considerations of the following 

two decades. 

Plans of school finance that failed to take into account the whole- 
someness of conditions favoring local initiative over and beyond the 
minimum were seen to conflict with this something which had caused 
Cubbcrley to formulate his reward for effort principle and Strayer and 
ITaig to give the warning that communities should not be kept from 

doing more than the required minimum. 

It is not surprising therefore that the first far-reaching implications 

of the adaptability principle were seen in the structural setting of the 
state school system rather than in the operation of the local system, 
and that the first studies on the application of adaptability to the 
operation of schools should deal with the state as a unit rather than 
with the local community. Some of the major implications ol these 

studies follow. 


State Department of Education 

It follows from the adaptability principle that state departments of 

education should be more alert to the experimentation going on in 

their better-supported communities, seeing to it that now e g 

these experiments is carried from place to place 

In their study of Pennsylvania, Mort and Cornell found that 

adantations the value of which had been established two or three 

" Illr had escaped the attention of many com— ^ 

How this could happen is clear when it is understood that mos 

1 Mout and OouNEMv, American Schools in Transition, New \oik. Bureau o 
Piihlieuf/ioviH, Tc-aeheiH College, Columbia University, 1941. 
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of the work of state departments today has to do with certain service 
functions such as computing state aid, certification of teachers, train- 
ing of teachers, and the collection of statistics. Where they have 
stepped into the role of adaptors they have tended to limit their work 
to specified areas and to maintain work in these areas long after the 
adaptations are well diffused. They have given attention to these 
special areas to the neglect of other areas. 

They have tended to enter these areas only after the adaptations 
are well along. This is indicated by the studies showing that per- 
missive legislation has often followed some years after first introduc- 
tions and that many introductions have experienced considerable 

diffusion befoie central officials have shown any consciousness of their 
existence. 


The lag in permissive legislation may be due partly to fear on the 
part of local administrators that to bring the adaptation to the atten- 
tion of the state department of education would be to awaken opposi- 
tion. There is certainly danger of this in our system where, according 
to our oversimplified legal theory, 1 the local community cannot legally 
enter upon an activity which is not permitted by law, either specifically 
or by implication. Central officers, interested in keeping schools abreast 
of the times, must avoid negative decisions even though they may at times be 

forced to reserve judgment and to profess ignorance until an adaptation has 
been well established in a few communities. 


Steps in State Adaptation 

Studies of how changes have come about in school systems have 
broken the adaptatmn period into seven stages: (1) the emergence of a 
need; (2) the recognition of the need; (3) the definition of the need- 
( ) the invention of ways and means of meeting the need; (5) the intro- 
duction of he invention into one or more communities; (6 th e 

improvement of the invention in actual practice; and (7) the diffusion 
of the invention throughout the schools of a state This 

^ . the system of local control typicaT 'f 

The adaptability criterion demands that the timo K i j 
between the emergence of « tlle time lessened 

recognition and develonm nt „f t „ C re00 ^ tio “> between its 

introduction, between its first inf 0 “ meeting the need and first 

■ »■*- tai0 , of j: the estab,ishment 
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of the invention as a practical working plan, and between the establish- 
ment of the applicability of the invention and its complete diffusion. 

Demands on Structure of State School System 

For an educational structure to favor more rapid adaptation it 
must have in it situations that favor the recognition of need, that 
favor invention of ways of meeting the need, that favor early intro- 
duction and experimental tryout, and that favor wide, rapid diffusion 
after the invention lias been approved for practical value. A structure 
that provides for the local control of schools, other things being equal, 
favors invention and early introductions because of the freedom of 
individual communities to act. A structure that provides for central 
control and operation of schools favors rapid diffusion because of the 
power of the central agency to put a new plan into operation in all 
districts without going through the process of having the change .con- 
sidered and decided upon in a hundred or a thousand communities. 
Neither plan, considered by itself, has the elements that favor the 

adaptation process in all its stages. 

Then* is no evidence to show whether or not one plan is superior 

to the other in its net, total effects. The writer’s more or less subjec- 
tive comparison of Sout h African schools with schools supported on a 
like level in Pennsylvania, Delaware, and New Jersey, indicates that, 
where objectives in the minds of educational workers arc parallel 
results are not so different as to be apparent without the use of .refined 
measuring instruments. Hut this is not the issue. The real issue is 
how either the centralized or decentralized system can be made to 
work as effectively as possible in favoring adaptations. The indica- 
tions are that for different reasons the results are unsatisfactory in 

oil, her Hy.sl.em as it, now operates. 

Need for Lighthouses 

Sinee essentially, an up-to-date school system is one that meets the 
need^f ’hoys and girls informs of the objectives we hold or them as 
individuals and for them as participants m society, it is clear that he 
essential need, must be recognized by those who are 

L.« a K„„.l rn.m1.-T of communities in wWrh H.o personnel »<£»*£ 
a great deal about the individual boys and girls and tile commu .V 

*£1- aro seldom attained without expenditures some- 
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what above SSjOOO 1 per elementary classroom unit. This rneam 
average elementary-school salaries greater than $2,250 and high-school 
salaries appropriately high, with comparable expenditures for mate- 
rials, with relatively small classes, and with adequate provision for 
medical and psychological services. Indications to date are that the 
higher the expenditures go beyond this point, at least up to the £7,000 
level, the better. There is little evidence available, one way or the 
other, on the levels beyond $7,000, but there are indications that 

the advantages continue to increase within the range now found in 
public education. 

MINIMUM SUPPORT LEVEL FOR RAPID DIFFUSION 

It is clear also that the state structure should provide for personnel 
in all schools capable of leading the community in becoming aware of 
and assessing the value of proven adaptations. 

Evidence to date indicates that this cannot be expected to be 

obtained in any large degree in schools spending less than $3,000 per 

elementary classroom unit. 1 So we have two financial conditions 
tentatively set for a system stressing local autonomy. 

For a central operating system it is quite clear that we need the 
well-supported schools free from central domination, for the recogni- 
tion o need invention of practical ways of meeting needs, and Per- 
haps a so for the tryout periods. If the decision as to diffusion has to 
je made by central authority, it would seem at first that the minimum 
expenditure would not need to be as high as S3, 000. This may be 
countered by the observation that mechanically accepted adaptation 

cal, oi growth aspects of education. It is clear from HO* +w ~ * 

school systems in the United States fall below the adaptability ^ 

mum of support. As a matter of fact, more than haft the schooT Tn 
America are operated below the $2,000 level and only about a fifth t 
or above the $3,000 level. Charts I and II taken from Vn t !' 

Laser's expenditure study/ show the facts’ for 1940 for' the United 
IppoT " ' and f ° r tW ° S ‘ ateS ' °" e hl <* m support and one low 

schooh supported a“d upVds'Vn C a n 

> 1040 dollA ” Umber ° f states - h0 ' re ™--. have no schools 

VniM VvUmrto.i 1 D^AmeritaTco’ '’"'f’ Expendu <‘'« ■» the 

Place, N.W., 1944. ' Council on Education, 744 Jackson 
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operated on this high level (see Figs. 2 and 3). Centralized systems, 
such as those of South Africa, are entirely lacking in schools on the 
higher level of expenditure since they are all supported on the same 
level. 



Fig. 2 . — Distribution of classroom units according to levels of expenditure in the 

United States. 

Vertical profile lines represent the percentage of classroom units and can be read by 

means of the vertical percentage scale at the left of the chart. The level o 8l, PP“ r 
be read by extending any profile line untU it crosses the dollar scale either at the top or 

b0t Th^re f are 974/754 classroom units in the United States. Eighty-four thousand 
eight hundred and forty-four or 8.7 per cent are maintained for Negroes only^nd 
889 910 or 91.30 per cent for whites and whites and Negroes together. The median 

as ssaxs 

Washington , D. C.: American Council on Education, 1944.) 

It is quite clear then that these two rules of action (provision of an 
adequate minimum of support and provision of lighthouse support) 
demand marked changes in most of the school systems of America and 

nf another sort in the centrally operated schools. 
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As a corollary to this it is clear that in a number of states it will 
not be possible to have highly adaptable school systems, either cen- 
trally or locally operated, without rather large participation in school 
support by the federal government. It follows also that in the grant- 
ing of federal support, consideration must be given not only to the pro- 
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Population Characteristics of Adaptable School Districts 

There appear to be population characteristics of communities that 
favor or retard adaptation. The school districts may have a homo- 
geneous population such as a mining town or a farming district. 
These districts tend to be less alert to changing needs than hetero- 
geneous communities. The community itself must have sufficient 
differences in outlook in its inhabitants to develop potential change. 
Interestingly enough this agrees with the conclusions that are drawn 
from the principle that the local community under our system is a 
state agent and, being sort of a committee acting for all the people in 
the state, should have within it a representative population. Adapt- 
ability, as well as the principle of state responsibility, requires that 
in the organization of school districts heterogeneity of population be 
taken into account. 


These same considerations lead to the decision that a school dis- 
trict must be large enough to provide adequate leadership economically 
and to be able to cope with most educational problems within its own 
bounds. Mori and Cornell have shown that most of the advantages, 
so far as adaptability are concerned, that come from an increase in 
size can be explained from the increase in heterogeneity of population 
that almost invariably accompanies increase in size . 1 This of course 
applies to the locally operated schools and seems to apply likewise to 
“free” schools set up in a centralized system. 

A corollary to this rule is that it may not be possible to organize 
sparsely settled areas in such a way that the adaptability criterion is 
safeguarded. An extreme ease of recognition of this point is seen in 
t he operation of schools of approximately half of the area of the state of 
Maine by a central a, gent. These are the unorganized territories of 
Maine. The property in these territories is taxed at a uniform rate and 
school facilities are provided under the direct control of the state 
department of education. Probably this area could be greatly 
extended in the state of Maine, and similar areas could certainly be 
justified in most of our states. A state like Wyoming, for example, 
bus only a few districts potentially adequate from the adaptability 
standpoint. The continuance of local operation in such circumstances 
contributes little or nothing to the invention and early introduction 
phases of adaptation and greatly retards ditlusion. 

TAX FREEDOM OF SCHOOL DISTRICTS 


Another characteristic of local school districts that seems to follow 
from our principle is that the over-all tax burden carried locally should 
i Mokt and (-ohnkI/L, American Schools in Transition , op, at. Chap. VI. 
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not be so great as to deter communities from taxing themselves U 
support or even to consider supporting new adaptations. A com 
munity might have a favorable personnel and a favorable population 
and still be so overburdened with taxes as to make it overhesitanl. 
to embark upon educational programs the advantages of which it 
clearty sees. A test of this deduction, applied 1: v Knott,* shows that 
here is a definite and negative relationship between tax burden carried 

and adaptability, as measured in terms of expansion and ret renchment 

uring the years just preceding and the early years of the depression 

sunnoitloVr E E thei I f ° re ’ that the Pr0pert > r tax ’ wWch in turn 
supports local initiative, should not be asked to carry burdens dis- 
proportionately large compared to those carried by other taxes all 

t g v°ne?n7t C °rn Si f ed - A ^ ° f the rela tive burdens of tm newer 

oTre d prop r ty is now ^ “ 

THE LARGE CITY DISTRICT 

to S “ e SCh ° 01 SySt ™ S “ d 

adequacy of the organization of large city TchooTd^ 8 - ' C t ° nCe J mng the 

They were built upo" the o ^ " ot ^ adaptable. 

America has operated schools for 300 tem” Th , 1StriCt " llich 
tive that this pattern, with all of its n o 1-7 * evidence 18 cumula- 
adequate to cope with the situation. ocllca 10ns to date, is not 

Phenomenon. b< 'thfmVcens ^ SCh ° 01 diStrict is a n ^w 

more than 100.000 population and 43 cities witl? ?? Cities " i,h 
population. In 1880 there were only IQ c\Z V m ° re than 200 -000 
population and only nine with no 3 1 S Wlth more than 100,000 

1900 the number above 100 000 taddoTl ?° 0 ’ 000 P°Pulation. Bv 

200,000 had increased to 19 i n iqoo ^ ^ mimber «*ove 

district, New York City, consisted of fN ° U1 Present largest school 
total population of which was 3^ mhlfon ^ SCh ° 01 SySteius th '“ 

r;r; r:r - 
Y “ t: w 
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by a multitude of local school boards, the city of Brooklyn being the 
outstanding school system in the group and having a population of 
800,000. In the late nineties the multitude of small districts was 
amalgamated into five and in 1902 they were swept into one. At about 
this time similar rather frantic amalgamations were taking place in 
the other teeming p jpulation areas. The avowed purpose was to 
achieve uniformity. 

Never before 19-10 had there been a school district as big as New 
York City, for example, unless we were to consider prewar France 
operating in a centralized system as a school district. The big city, 
therefore, is something new under the sun. It was born in the latter 
part of the nineteenth century at a time before either the public or the 
profession was conscious of what wc now speak of as professional 
school administration. To a large degree we are still stumbling 
along with the structures invented to meet this new situation a half 


century ago. 

One of the chief weaknesses of the big city system is that it seems 
to cut off the operating units from the powerful influences of the public. 
The local school principal or the local assistant superintendent of 
schools is not a community administrator as is typical in the school 
systems of smaller communit ies. Yet the scope of educational respon- 
sibility he carries is as great, and from Westby’s study 1 we may con- 
clude that the symbiotic resources in the areas roundabout his schools 
are comparable in richness to those of independent communities. 
Principals and assistant superintendents are less conscious of these 
symbiotic groups; they make less effort to reach them, lhe channels 
through which their ideas flow directly into the schools and influence 
practice arc usually nut open. In other words, we have few of the 
known advantages of home rule in terms of their contribution to 

adaptability. . , ...... r 

It is to he hoped that those concerned with the administration ol 

large cities will take to heart that they are working with one of Amer- 

jea’s most recent educational experiment*-™ experiment which 

embraces approximately one-fourth the children of the land It is 

hoped that looking at it as an experiment they may become interest. ( 

in ways and means of improving upon the first crude inventions 01 ie 

operation of schools in such large units. 

The writer docs not believe that, the answer is m an attempt to turn 

the clock backward to smaller school districts. He believes, lat ici, 

that the answer will he found in some new inventions m relationship 

■ Wkhtiiy, C lbv in O., Local Autonomy for School Communin'* in Cities, 
N..w York: The Metropolitan Hehool Study Council, 1945. 
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that will build more home rule into the system and maintain some of 
the succinct advantages that have come from the larger city advan- 

tages that have tended to blind us to what appear to be avoidable 
disadvantages. 

There are other disquieting aspects of the large city phenomenon 
Many of these large cities have fairly well-supported schools Yet 
comparing the salary schedules to those of smaller cities and biroy 
villages m the same vicinity spending the same amount per pupil "t 
will be found usually that teachers’ salaries are high and the staff 
proportionate y less adequate. Does this make for favorable eondi- 

Jewells study of class size and adaptability* indicates that 
on the higher expenditure levels class size is related to adapt ibihtv 
nother point at which we may contrast the large city staffs with 
those of communities of like expenditure level is that 'the s,"n l 

Triage citTonT leaChei '" 

W °Th g e P r 2 

are on the staff for life alon- with thlT i° S l°" mt ° mastor teache rs 
It seems likely, therefore that the l! •* h ° ^ hlgh P ot ^ntialities. 
tends to build up a staff which while! °l y or » anizatlon as it operates 

fewer adequate ' 

might well reduce adaptability. ^ numbei - Tllls if true 

1 o ww^exp endi tu re levds" of which wfhT “ marke<1 * krge cities on 

cases the communities of comparable ! But eV<?n in these 

neighborhoods have the power to rim f • pendlture levels in their 

mature teachers than the cities themselv 10m , a " dder ran ge of more 
recruiting methods. Under their Present typical 

Stu*^ largely conjectural. 

many people in this interesting phenomenon t£ interesfc > of 

midst— great centralized states within state ! haS develo P ed in our 
ating under the false assumption that th m§ ° f educati ™ oper- 

home rule pattern. P hat they are Weal of the American 

etvell, Clarence A cin 0 c** 

Colleie, V ^ - 
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SUMMARY 

Adaptability, flexibility, and stability are tied together as mani- 
festations of the institution toward changes in the purposes it serves or 
in the methods of serving them. Adaptability and flexibility are of 
much the same character. Adaptability is the ability to adjust to 
newly developing needs or to new insights into methods of meeting old 
needs, while flexibility is the ability to achieve the recognized end with 
due regard to differences in situations and individuals concerned. 
Likewise, adaptability and stability are of much the same character. 
Adaptability looks to the good in the new, stability to good in the old; 
accordingly, they are inseparable when it comes to appraising a change 

in procedure or objective. 

Adaptability lias been neglected because it is hard to talk of the 
unfamiliar. Accordingly, the adaptability facets of both the adapt- 
ability-flexibility combination and the adaptability-stability combina- 
tion have also been neglected. 

Adaptability makes significant demands upon the educational pro- 
gram. It asks the following questions: 

1 Is then' lin'd for more extrusion of the timr given to schooling? 

2 Is there nrril for change in the offerings? 

3 . i H there need for a more' powerful type of education for every year of school- 
ing? 

The bad showing of the American school system makes it impera- 
live that more attention he given to the adaptability principle. The 
best practice should be known and followed; the breadth of vision 
of teachers and administrators should be increased; whenever changes 
are made, consideration should be given to the machinery for improving 

them as need arises. 

More specifically, administration must view the community about 
the schools as a source of great potential. Community tienc oi e 
worse should be offset; trends for the better should bo stimulated. 
Lav understanding of the power of education should be impro\ed. 
Community characteristic* that dampen the spirit of the commum y 
should he corrected; those that predispose a community to go loiwau 
should be strengthened. The school stall should be viewed as a souice 
of potential as a staff. It should be gradually strengthened in the areas 
when; it i. weak (experience, travel, basic culture). H-houMb*^ 

Zn a vision of the power of education. The administrative machm 
cry under which the staff works should bo such as to bung ou i 

than to suppress the staff powers. 
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„„ Wm has , be ,™ Said of teachers «“> be said likewise of pupils 
conadered as budding citizens and as extensions of the school staff ' 

m Id d “n . Ura ‘ SeUi " g ° f finan “ and ™n I ml should he 
molded with due consideration to adaptability. There should be , 

fsTighZuses Th°°' th! “ a,C " dl cnougl> fiooneed to serve 

which will favor quick use of improvements Thn f .ir, ... i ' ■ 1 1 

community favoring adaptability should be taken ill to “ 

formulating the requirements for a school district nut' 1 C ]° Un • V* 
mum size and heterogeneity of the poplttn P ‘ C “ la ‘ ly """" 

Large city school districts, being centralized •*, • 

need to be made the snhi^t oaf , . emiaIlzed sta tes within a state, 

be made of the power of the immeZ, itandle pZ" 

Exercises 

and huma^t^an^rincip'le^tfcnin^e 8 isof^eetect^ 1 " tl Deg,eCting fhe P r udential 
2. Show how the tempo of a school !v J g *5® prillci P ,ea of tempo, 

education; by the humanitarian princip es hwhe C ° n f t,0 . ned b - v the Purposes of 
3- Differentiate between mak na n£ r prudentlal Principles, 
of a school system. 9 P talwns and improving the adaptability 

nmvLZiZd mr.Zutr.tiZ'i-r «■*■«■<. »> 

any of these provisions with the demands of the n D ° T' S °° aay COnflict 1,1 
dential principles? Could any of them be P “ r P ose - humanitarian, or pru- 

adaptability? If so, does the change result in lT u further to contribute to 
humanitarian, or prudential principles? ^ 6mphasis on a ny of the purpose, 

the same manner. 6 SCh ° 01 C ° de f ° F th ® State of Osceola (Appendix E) i n 

a Potential force for exSing^dlptetfonsV ^ ^ adapt ° r has to f 'arry, or as 

mat"! ^ degree of scientific 

am f “ u ”* r8 * r,e “' ‘ — 

,he ~ to be ^ indicMe it wa< not 

Wh *‘ '“ tora '“ VOr “ttttptahilityf What !aetors mmu ut 

a m. Selected Readings 

i' ° fEd ^onal Adaptability: 

• p».,cu,„ ad » ption io . 
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CilliIs, Francois S.: Centralization or Decentralization , Now Aork: Bureau of 
Publications, Teachers College, Columbia University, 19-10. (Holds that, 
entralization of certain aspects of the administration of education and decen- 
tralization of others are necessary to achieve maximum adaptability.)^ 
Division of Field Studies, Institute of Educational Research, Teachers College, 
Columbia University, The Report of a Survey of the Public Schools of Newark, 
New Jersey. Chap. II, pp. 43-54, New York: Bureau of Publications, 
Teachers College, Columbia University, 1942. (Deals with factors favoring 
or retarding adaptation in large city systems, how adaptability or lack of 
adaptability has been demonstrated by a specific system, measures of adap- 
tability, and recommendations for changes to secure more fertile soil for 

adaptability.) . 

Ebey G. W.: Adaptability Among the Elementary Schools of an American City , 

New York: Bureau of Publications, Teachers College, Columbia University, 

1940. (Study of elementary schools of St. Louis showing variation in adap- 

tabil'ity of schools within the system, patterns of development of specific 

items, and specific causative factors. Emphasis placed on the influence of 

the individual school principal.) . 

Educational Conference Board of New York State, What Educate Our Money 

Buys, Educational Conference Board of New York State, Albany NW ., 1943. 

(Graphic, attractively composed, simply organized pamphlet to dispiay to 

the laymen the differences between a S75 education and a SloO edu “ t “ • 

Concludes with emphasis on the importance of superior craftsmen in th 

^ohools cis iiids to adaptability.) - 

Farnsworth, Philo T.: Adaption Process in Public School Systems, New Yor . 

Bureau of Publications, Teachers College, Columbia University, 1940 

(Research into the rate, causative factors and structural implications of five 

selected educational adaptions. Historical treatment. Libraries, care o 

exceptional children, supervision of institutions, vocational education, medica 

of Oooi School >, New York: Bureau 

If Pubfcutfou, Teachers College. Columbia University, 1945. (Beport » 
l!er„“b the communities' — to progress iu relation to the progress 

o 'btr Bl ‘ ,i0 “ mw 

f, U Tti«ls^ tt SSh^bt™ W. between adaptable end the pu.eu- 
tiftfeupacity of *£££»» ** 
MOl M , S™Tol“ 0 ^“l Study Council, 1944. (Some investigation into seven 

areas of —el "* 1 c „ Li: of Public School Sy*™, New 

Mort Paul II., and 1 . ■ T . College, Columbia University, 1938. 

York : Bureau of Pubhcat on Teachers Cc as a goa l in 

(Pioneer investigation into t ‘ d Lucture. Considers factors 

considerable attention to items of legal structure 
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and support. Attention given to adaption pattern that has been further 
expanded by later studies.) 

- : Francis G. Cornell: American Schools in Transition, New York: Bureau 

of Publications, Teachers College, Columbia University, 1941. (Investigates 
the status of education and what can be done to speed up the process 
of adoption of desirable educational practices. Basis of book is a survey of 
education m Pennsylvania selected as having the greatest number of charac- 
teristics in common with the whole United States. Draws together all of the 

time ) C 1 and th ° Ught ° n the problem of adaptability published up to that 

RC T T ?: F , ISK : A ° Uidef0r the Anal V sis and Description 
0 Duhla School Services, New \ork: Metropolitan School Study Council 1944 

(Presents widely spaced batteries of questions “useful in checking on the 

grow h s 1900. It is a check on the degree to which the school ha 
adapted to experience in this period ”) aS 

Newell, Clarence A. : Class Size and Adaptability, New York: Bureau of Publi- 
cations, Teachers College, Columbia University 1943 fStudv nf o 
fac lo ,, class a, so, „» invention, e „| y ^ 

r* evid ““ 10 “ ppo,t ,hc “ of “• 

K °'Zck"p Fil'H fZZT, A - ■ reasons »/ Curriculum Build- 

in civilisation ‘ 93 \ <B ““ 

flexibility i» mooting in( | ividual 01 , lum r '™»» *b“t 6 «e« beyond 

* kir unim 

University, 1943 (Study of m t* ’ 1 pr ° jec , Teachers College, Columbia 

School A S* New^York aS!/re theAdaplabnity Expectancy of a C, ommunity’ s 
Columbia University 1943 £ 1 Ed -D., project, Teachers College, 

measure their abil ty io adapt W C0I ™ities o, 

bow to nnpsoye cap’.Sytr.daSflCr WOrt ,, ' t “ be8 » 

■ ' “XSre; ** 

(A treatment of eleven ^issues hZlTr ^ Resear <*> 1935. 

by the adaptable school.) implications on the needs to be met 

unpublished Ed J D 7 projrc^TeLhe daP C 6 lf^ ° 5 Public Sch °ols, New York: 

(Develops a list of factors that m aylcJu rU f o r^ ’ “ ^ ^ Rniversity ’ 1943 - 
adaptability m particular communities.) greater or lesser degrees of 

Pany, Inc., Book Com- 

and concern with the cultural values to the e T ^ t0 meet new needs 
Westoy Pit edU n Catl ° n ° f Paleoli thic youth.) US1 ° n ° f the Practical in the 

The AletropolitanTchool'study £^^ 94 ^”“"^ ™ CUieS ’ New York: 

a? M T r “ bXk " s i <TI “ “ tegories ° f 
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be able to see the acceptance of the adaptability principle in many other cate- 
gories of thought and in many other volumes.) 

Ajdami, J. G.: Medical Contributions to the Study of Evolution , London: Duckworth 
and Company, 1918. 

Beard, Charles A., Editor: A Century of Progress , Chaps. I, II, pp. 3-65, New 
York: Harper & Brothers, 1933. 

Bristol, Lucius M.: Social Adaptation, Cambridge, Mass.: Harvard University 
Press, 1915. 

Burlingame, Roger: Engines of Democracy , Part VI, pp. 523-543, New York: 
Charles Scribner’s Sons, 1940. 

Chase, Stuart: Men and Machines , New York: The Macmillan Company, 1929. 
Crile, G. B.: Man — An Adaptive Mechanism, New York: The Macmillan Com- 
pany, 1916. 

Filene, Edward A.: Successful Living in this Machine Age, New York: Simon & 
Schuster, Inc., 1932. 

Gilfillan, S. C. : The Sociology of Invention, Chap. VII, pp. 131-158, Chicago: 
Follett Publishing Company, 1935. 

Hepner, Harry W. : Human Relations in Changing Industry, New York: Prentice- 
Hall, Inc., 1934. 

Loycock, Sam R. : Adaptability to New Situations, Baltimore, Md.: Warwick and 
York, Inc., 1929. 

MacIver, R. M.: Society, Book III, pp. 391-528, New York: Farrar & Rinehart, 
Inc., 1937. 

Nevins, Allan: The Tempo of Political Change, University of Buffalo Studies, 
Vol. X, No. 1, Buffalo, N.Y.: University of Buffalo, 1934. 

Pearse, A. S.: Environment and Life, Springfield, 111.: Charles C. Thomas, 1930. 
Ross, Edward A.: New Age Sociology, Chap. XXII, pp. 206-216, New Tork. D. 
Appleton-Century Company, Inc., 1940. 

Thorpe, M. R., Editor: Organic Adaption to Environment, New Haven, Conn.: 
Yale University Press, 1924. 


C. New Materials Designed to Increase the Public Understanding of the Power of 
Education: 

Connecticut State Board of Education, Manual for Members of Boards of Education 
Monograph I, “Living and Making a Living,” Hartford, Conn.: State Board 

of Education, 1943. , „ , » . .♦ 

Department of Secondary School Principals, National Education Association, 

Planning for American Youth, Washington, D.C.: National Education Associa- 

EducSnll' Policies Commission, National Education Association - 

Economic Well Being in American Democracy , Washington, D.C.. Nat 

Education Association, 1940. v i 

Metropolitan School Study Council, What Schools Can Do (101 Book), New York. 

Metropolitan School Study Council, 1944. _ , ,• Albany 

New York State University, Problems Confronting Boards of Education, Albany, 

N Y • University of State of New York, 1944. . 

New York State University, Regents Plan for Postwar Education, Albany, N. .. 

University of State of New York, 1944. 



CHAPTER XIV v 

U- 

FLEXIBILITY " 

Th e flexibility criterion recognizes the desirability of carrying on 
given functions in ways particularly adapted to the needs in an indi- 
vidual community or to differences in individuals in a school system. 
It has much in common with the adaptability criterion but is different 
in its scope. Adaptability deals specifically with additions to func- 
tions or to improved methods of carrying on old functions which may 
be applied under a great variety of conditions. Flexibility has to 
do with adjustment in accepted practices to make them better fit 
local conditions or individual needs. In actual practice the varia- 
tion may become an important adaptation. A community that 
vanes its program m order to meet needs that it sees, may be 

meeting needs that exist but are not recognized in many other 
communities. 

be th ° U , ght 0f more narrow ly than adaptability and 

V Vt/ ap f ie \ t0 admmistrat ive structure and procedure only 

", ‘ dpta ) . l yand stab ihty rea ch down into the whole organism of the 
community, including administration. 

flexibility in operating unit 

The larger the school system, the more it tends to inherit the restric 

istration and supervision was tn c ' The task of admin- 

The time of day ,hen 

by regulation. It „- a5 usuaily the XhiX Ca ' Ied WaS set 
children were supposed to be particularly alert The 6 i™™ 8 When 

.^ngs were piaced later in the day. Uniformity JaXvXX 
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The principal who found that the spelling class had run over a minute 

on the teacher's posted schedule had an 
important matter of discipline on his hands. Much emphasis was 
given to the importance of having the same textbooks and the same 
week-to-week progress in those textbooks in order that children might 
shift from school to school without being too greatly handicapped. 

Of all the long series of advantages of uniformity, we now hear of 
few, perhaps because we have far more uniformity than we realize. 
We still hear from time to time of the importance of having the schools 
all working alike to facilitate transfer of children. There are many 
indications even here that the major upsetting effect of transferring 
from school to school does not come from failure to synchronize the 
work of various schools. Children must still go through the period of 
readjustment of which the falling into line with the children in the 
class work is perhaps a minor part. 

However this may be, the drive for uniformity was a successful one 
and, like many other movements, tended to become an end in itself. 


Connotations for Local School Administration 

For this reason the principle of flexibility has important connota- 
tions for the operation of local school systems. A school district of 
any size has within it many communities or neighborhoods. The 
individual schools should be tied up with the ongoing life in these 
neighborhoods. They should be affecting this life for the better. 
Yet recently the principal of a large Middle Western city school, in 
speaking of the school and the community, was obviously referring 
to the entire city, not to her immediate community. Her attention 
was on the board of education downtown, not upon the potential 
leaders in her immediate community. She was in the school com- 
munity, not of it, and the limiting effects of this point of view could 
be seen in the school, which in many respects was a splendid one. 

What is said elsewhere, therefore, of state mandatory legislation 
and standardization needs to be said with even greater vigor of central 
regulation and tradition in local school systems. Our common prac- 
tices must be examined in order that we may discover whether they 
come from problems which arc common, or whether they came from a 

drive for uniformity 30 or 40 years ago. 

As an antidote to the results of this uniformity drive, it is a splendid 

thing to think of the classrooms as schools, as they do in some New 
Kngland communities. In such communities the principal of an eight- 
room building is the principal of eight school*. This is indeed a carry- 
over from the time when each teacher was something of a law unto 



COMMON SENSE— TEMPO 


227 


himself subject only to the visitations of the school committee. To 
the extent that this point of view can contribute to an alignment of 
each classroom with the community rather than with the school board, 
it has much to contribute to present-day operation of schools. 

Reappraisal of Regulations and Traditions 

This is not a plea for anarchy in school administration. It is a 
plea, rather, for reappraisal of regulations and traditions which make 
foi uniformity so that those places where uniformity is no longer 
needed may be given proper focus, and that those places where 
uniformity seems to be needed may become the special care of adminis- 
tiati\ e officers to see that individual, needed variations are encouraged. 

Teachers have to be encouraged not to consider organization as 
sacrosanct. It is surprising to find how many highly intelligent 
eachers would never think of asking for the right to vary from a 
regulation or a traditional practice that they believe has the approval 
o re joard of education and the administrative officers. This is not 
ie east of the problems of the administrator who is seeking to operate 

J SCh ° 01 SyS e . m Wlth due re S ard t( > the principle of flexibility. He will 
be surprised how many times a suggestion that a teacher perform a 

practice different^ will elicit the response, “Oh, I didn’t know we were 

I here is probably no place where there should be absolute uniform- 
\ unless perhaps in the matter of salary of emplovees rw+cr i 
the practice of allotting specific stints of supplies in terms of number of 

munis is one which greatly facilitates administration. Bu facThtv o 

ir f tL S t Ch0 m 0 lner er: Thi ^ ” ° f Special id ^ tellers,’ 

to the needs of a clasTor Tcommunity a^d to the skill 

should be possible in the development nf Ml . 7 7 ! * teacher 

wttin s for the individual growth of all children The 7 
may not be uniform in length except in tW ^ ? h ? S P enod 
has been placed in the lock sten nf 1 i CaSeS Where the sch ° o1 
‘Supplemental material should^v^ry^HthThe^n 11 ^^ 26 ^!? 1 ^ 11 ^ 2 ^ 011 

for central or for traditional determ' +- P P ^ reedom is not a matter 

through the use of community environment Vr!^ 'p determined 

-he, are not 
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problems that they are meeting from day to day should we resort to the 

type of uniformity in central regulation which seemed so necessary and 
so acceptable in the schools of 1900. 


FLEXIBILITY IN LEGAL STRUCTURE 

As a principle flowing from this criterion we may say that state 
requirements should be sufficiently flexible to permit variations in 
carrying on all functions of the state program. 

Mandatory Legislation 

This is of particular significance in the light of the fact that there 
has been an increasing amount of state mandatory legislation setting 
specific requirements as to so many minutes a week or so many minutes 
a day to be used for a specific purpose. It may get in the way of 
important variations in practice. This whole tendency for increased 
mandatory legislation over the curriculum is to be deplored. From 
the interpretation of the courts, school districts have been given 
almost complete home rule with respect to the curriculum, within the 
limitations of state’ laws requiring that certain tilings be taught or 
denying the right to offer certain other things. Into this wide range 
of discretion has come the increasing practice, particularly of pressure 
groups, to bring about desired changes in the curriculum by mandatory 
legislation. Many of these 'are entirely harmless, but the tendency is 
to be deplored. A preferable policy is suggested in the Report of the 
Commission on the Legal Structure of Rhode Island Public Education. 
It reads: 

The legislature might well consider as a part of its code that mandatory 
curriculum legislation shall be looked upon with the gravest suspicion. If it 
wishes to emphasize the need for action along some particular line, it might 
better make it a matter of resolve memorializing the educational authorities 
and the people of the state to the effect that the legislature considers this a 
matter worthy of careful attention. 1 


Certificating Bodies 

Perhaps oven more restrictive than mandatory legislation are the 
standards set by certificating bodies, particularly as they apply to 
high schools. Tin* difficulty with many of these standards, as with all 
regulatory legislation, is that they tend to be set in terms of the limi- 
tations of the poorer schools. In making them specific and objective 
they become limiting on the schools which need no central oversight. 

'School* for Our Children , Vo!. II, p. 103, Report, of the Commission on the 
\A'Uii\ Structure of Rhode Island Public Education, Feb. 1942. 
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Such requirements as the number of minutes a day or the number of 
periods a week for teaching probably account for the long wallowing 
of the secondary school in the morass of departmentalized instruction. 
Similar standards on class size have doubtless had a great deal to do 
with the slowness of experimentation with large class units in the use 
ol such media of communication as the sound film and radio trans- 
cription These are examples of the restrictive effect of standardiza- 
tion on both adaptability and flexibility. 

State Minimum Requirements 

It follows from this principle that state minimum requirements as 
cuiiiculum should not be so restrictive as to hamper individual 
communities m performing this function in accordance with local 

tTeVcenfthe leglslatl0n seems necessary, care should be taken 

such ie ri t 7 eXpenmental districta fl 'om the operation of 

. h lebtn ctions as so many minutes a day or the following- of » 

C0 “T stud ^ tendency in recent years to make state 
ourscs of study suggestive rather than required is in keeping ^th th a 
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covering new ways of carrying out recognized functions. For this 
reason somewhat lower expenditure levels than those required for 
adaptability and somewhat lower personnel standards might well 
prove to be sufficient to justify allowing local variation. This pro- 
vides a significant check on prudential legislation since such legislation 
seems to be required because of the lack of minimum requirements, 
financial and otherwise, for the effective operation of home rule. It 
is suggested in the adaptability chapter that, where home rule is not 
sufficiently well supported or organized, it may be necessary to have a 
considerably higher degree of central control than in those areas where 
organizational and financial conditions are favorable to the effective 
operation of home rule. This suggests that there is a broader zone 
below the critical level for adaptability where state regulation may 
well be less restrictive than is justified in the schools financed con- 
siderably below the strategic level for adaptability. On the other 
hand, it appears that once the financial demands of the adaptability 
principle are met, the demands of the flexibility principle will be more 
than met. 


WHERE VARIATION IS NOT NEEDED 

Variation should be permitted in all those functions likely to be 
influenced by different local conditions. Assuming that there are some 
activities for which we have the best answer and in the carrying out 
of which there seems to be no need for local variation, there would be 
no danger in a high degree of central standardization. In some of his 
writings the author has suggested that one of these areas is budgetary 
procedure. It seems to him that for each class of school districts the 

budgetary procedure might be the same. 

From the standpoint of variability this is probably true, but before 
fixing the procedures we should raise the questions: “Are we certain 
that we have the last word on budgetary procedure; are we ready 
as yet to eliminate local experimentation (adaptability) ? So here 
again we find that the adaptability principle is more rigorous in its 
demands for freedom than the flexibility principle and should doubt- 
less be the determining criterion. 

There are many aspects of the educational program in which varia- 
tion is not permitted today. Earlier in our history local training and 
local certification of teachers were quite common. We have gone to 
centralized certification and centralized training of teachers almost 
universally, but wo do not tell communities that they may not have 
higher requirements for teachers, and we do not tell teachers that they 
must do just those things that they were taught to do in the ways in 
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which they were trained. Similarly, some states have centralized 
school-building insurance on the assumption that local variation and 
experimentation made possible by dealings with individual com- 
munities with private insurance companies are no longer of any vast 
importance. North Carolina has recently centralized the transporta- 
tion of sch ° o1 children. Reports show that the job is done much more 
economically than before. Assuming that it is done as well, there 
probably would be no very strong arguments for local variation. 

COMPLEXITY RELATED TO NEED FOR VARIATION 

In recent years the question has frequently been asked: Since 
lghway construction has been so successfully centralized, why not 
centralize schools? The answer is that highway construction is a 
comparatively simple problem. Scientific problems of variation for 
m hvidual communities due to differences in climate or soil are not apt 
to be the kind of problems which can be adequately attacked by local 
communities. Education, on the contrary, while being a vastly com- 
plicated process, is of intimate concern to both the parent and local 
citizen. Every individual eh, Id is a potential variant from the 
expectancy of a central body deciding an educational program While 
dou less there are some aspects of the problem that Jannot be met by 
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The financial demands of flexibility are not as great as those of 
adaptability. Accordingly, in setting up state restrictions on com- 
munities below the adaptability level, consideration may well be 
given to allowing considerable flexibility to the school systems meeting 
the flexibility expenditure level but not having the level where rather 
complete freedom is requisite for the sake of adaptability. 

In some areas, such, perhaps, as forms for use in the preparation 
of the budget, lack of flexibility may not be a handicap. 

A complex enterprise such as schools has more need for flexibility 
than a relatively simple one such as highway development and con- 
struction. Conclusions with regard to centralization of educational 
control in a state-wide agency, drawn from advantages of centraliza- 
tion for such simple functions, are to be looked upon with suspicion. 


Exercises 

1. Flexibility is treated here in its relation to tempo. But it is also related to 
the serving of the other common-sense principles. List them in the order of their 
demand on flexibility. 

2. Select one of the three that you have placed highest in the list and explain 
its interrelationships with flexibility. 

3. Show how flexibility is related to psychological conditioners of educational 

purpose. . 

4. Describe the application of the flexibility principle in a specific instance. 

5. Differentiate between adaptability and flexibility. Find examples where 
educational writers have used the term adaptability in other than the sense in which 
it has been developed in this book. Explain your basis and reasoning in selecting 

your example. t 

6. What factors would demand flexibility within your own school system or 

some system with which you are familiar? .... 

7. Can you find examples of legal inhibitions of flexibility in your own situa- 
tion or one with which you are familiar? . . , 

8. Can you suggest several fields, other than those mentioned in the text, 

where local flexibility may not be prudent? ,. f 

i) Examine the administrative code for Green Willows (Appendix D) or 

provisions calculated to contribute to flexibility. Do you sec any conflict in these 

provisions with the demands of purpose, humanitarian, or prudential principles 

Could any of then be modified further to contribute to flexibility? If so does the 

change result in less emphasis on any of the other considerations mentioned above t 

10. Examino the School Code for tho State of New Osceola (Appendix E) m the 

same manner. 
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CHAPTER XV 


STABILITY 


The word “stability” connotes the conservation of the heritage 
which the race has achieved; the protection of those phases of our 
inheritance that are considered of lasting value; the protection of those 
concerned . 1 

This concept has played an exceedingly important part in educa- 
tion designed to pass on the cultural heritage. While other purposes 
have come to the fore, this purpose still stands high, even though it has 
been reduced to more specific terms. That it still stands high in the 
public mind is attested by the fact that every public appeal to get back 
to the fundamentals, whether it be reading, writing, arithmetic, or 
Greek literature, is met with acclaim. There seems to be a rather 
wide opinion that stability so defined does not stand in high repute with 
modern educators. This is a misunderstanding probably arising from 
the fact, that it has boon so difficult to get any complementary concept 
of the work of the school into the public mind. 

The term “stability” also connotes freedom from upsetting change 
within the system. In this sense it does not deny change. It favors, 
rat her, evolut ion as opposed to revolution. As applied to education it 
recognizes the fact that the educational cycle is a generation; that we 
cannot, change policies with every shift of the wind without having 
unhappy results in the sum total of the education of the group of pel- 

sons now within the schools. 

Our political system has many safeguards for stability. They take 
the. form of providing cooling-off periods, through court review or 
through the requirement of approval by both legislative and executive 
bodies before a bill becomes a law. On the other hand, attempts to 
introduce other characteristics into our organization sometimes result 
in a weakening of stability. An example of this is the granting to local 
bodies the right, to make decisions in educational matters. This allows 
for vast leeway for weighing the, demands of the s ability principle 
over against, those of other principles. Always we have the task o 
balancing the comforting qualities of the old and familiar against the 
stimulat ing promises of the new. Always we have the task of ma n- 

. Thi H i„ related to the prudential principles of inertia and loyalties, treated 

in Chap. XII. 
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classes. All this disruption in the life of the children was brought 
about simply to make the change in a hurry. Hut, why should there 
have to be such a hurry? There were doubtless some advantages to 
shifting back to annual promotions, yet the analysis of semiannual 
promotions will show that, except for such matters as convenience and 
sometimes economy, it makes little difference whether you have annual 
or semiannual promotions according to our present-day philosophy. 
In other words, semiannual promotions were once much better than 


annual promotions; now there is 


no particular difference either way. 


Why then all the hurry to make the change ? 1 

The policy followed by some school systems of discontinuing the 
midyear entrance class would seem to be a far more defensible one. 
This step alone would result in the elimination of the semiannual pro- 
motions in a dozen years. The progress of children would not be 
disrupted. They would continue with the program they had begun. 
This is a case where there seems to be little or no sacrifice in taking 


a longer period. 

There are other examples of change where sacrifice to stability may 
be adequately offset by positive results obtained in terms of other 
principles. Even in those cases, however, the change should come as a 
result of balanced judgment, and the advantages of stability should 
not be weighed too lightly. As an example, take a change in the 
system of instruction in the social studies. Of course, if we go to the 
trouble to introduce a markedly different system in the social studies, 
we believe, for the moment at least, that the new plan has tremendous 
advantages over the old. Of course we arc very apt to be balancing 
the hoped-for best of the new plan against the known best and worst 
of the old. An attempt to judge the probabilities of achievement 
under the new plan, considering the fact that it is to be operated iy 
human beings just as the old plan was, as opposed to the nuclei c-ol-the- 
road results of the old, may result in the introduction of the newei 
plan with a beginning group only. This is a rather difficult psychologi- 
,nl task All of us arc acquainted with the sense of how terrible a 
child's Old shoes look when he is in a shoe, store trying on new ones 
Failure to change throughout the school would ot -urse, deny those 
children who are already on one path the advantage of what e 
honestly consider a better plan. On the other hand, it would not 
L,| nect these children to a disruption of the unfolding values ol a 

plan already well begun. Unlike the case of the 

.notions, here is a case where the advantages ot stability hue 

, s,, I IN, .SKY . 1 . Aiimoiiu, Annual and Snni-annnal ^ ork ’ 

or I’ul.lioMl ioi.H, Teachers College, Columbia Umversity, 033. 
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be weighed against very definite values from change. An honest 

we.gh.ng of the two might lead to a sacrifice on the stability sfde 
rather than on the adaptability side. 7 1 
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2 per cent beer in the last days of the prohibition era. It seems that 
in a certain section of the country all the stores ran out of chewing 
tobacco. Then, and not until then, was it recognized that in this 
particular community the rate of consumption of beer had a strong 
causal effect on the rate of consumption of chewing tobacco. When 
beer began to flow, the, supply of chewing tobacco soon ran out. 

A somewhat more elegant illustration is given by Wells in his Men 
Like Gods. He tells of a Utopia from which all insects had been abol- 
ished. The hero of the story who had been transplanted into this 
Utopia was a lover of swallows. He found no swallows there. Those 
who had worked out plans for eliminating the insects had made no 
substitute piwision for the diet of the swallows. 

The moral of the first story is that adequate foresight would have 


caused the storekeepers to lay in a larger supply of chewing tobacco. 
The moral of the second story is that the reformers should have pro- 
vided for the swallows. That is, these are the morals for the stories 
when we are looking at the problem from the angle of stability. Apply- 
ing these morals to school practices, the conclusion is that we should 
examine the old practices not only in terms of the frame of reference 
in which they may have been introduced or may be generally conceived, 
but also in terms of their generally unrecognized but still important 
by-products. Knowing what these by-products are, provisions can 

often be made for attaining them in different ways. 

Probably there is more than just a public feeling in the belief that 
children coming from some of the more modern schools are not as 
considerate of others as were the children of the old-time schools. In 
some of the old-time schools the interest in teaching politeness had 
gone so far as to introduce an absurd degree of regimentation. You 
can still hear on entering classrooms with the principal the unison 
cry of small voices, “Good morning, Miss Jones,” and it is quite cer- 
tain that frequently the purpose for which this sort of practice was 
introduced was not understood. Eliminating it as a bad practice, 
without making reasonable provisions lor the teaching ol po iteness, 
is hardly to be commended. It may be that most ot the schools that 
have done away with the regimentation have taken advantage ot t e 
freer, more natural situations to teach a functional politeness iar supe- 
rior to that surface politeness that made all the children in the class- 

r00 lVrhapsabetter example, could be taken from the area of subject 
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advantages of a common culture is given but little stress in present- 

day discussions. Here is one of the places where we might well look 

for loss m stability. If the criterion for the selection of subject matter 

is to be its functional usefulness in some aspect of life, elements in the 

curriculum placed there so that our people shall have a common uni- 

verse of discourse would be dropped out. This seems to be the present 
tendency. It may be good. pitsent 

We can say that the objections the schools receive from the public 
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so important a part in the public's appraisal of the activities of all 
its institutions. In the past we have left this entirely to chance. 
In the public’s application of this principle we find confusion between 
conservatism and stability— “the old and tried.” It is as if the engi- 
neer, interested in making an automobile more comfortable or speedier, 
could be charged, as a result of these interests, with being opposed to, 
or lacking interest in, having a car that would hold the road. 

The present writer sees no connotation of conservatism in the 
concept of stability. If the next generation is to be better balanced 
in its judgment than the present generation, it is seen that the school 
must assume some responsibility for guiding that generation during 
its growing period in habits of thinking about all sorts of problems 
with a better understood concept of the stability principle than they 
will get by their chance associations in and out of school. The school 
is quite as good a stage for developing stable thought and action as 
for developing democratic thought and action. As children evolve 
from the kindergarten through the high school, we have the oppor- 
tunity to gauge and guide their growth in stability as well as in the 
other characteristics of a civilized person. The same could be said, 
of course, for all these “ principles from the culture.” 

SETTING FOR STABILITY 

There are certain discernible legal and policy-setting aspects that 
are related to “the stability state of mind” in one or more of the 
component groups influencing educational policy. They are discussed 
in Chap. XVIII in relation to other principles. Most of those dis- 
cussed here deal with the local public mind. Tenure, however, is aimed 
at laying a good basis for the stability state of mind in the teaching 
staff, and the final topic, “stable budgets,” is aimed largely at the 
legislative state of mind. 

Financial Burdens 

As the principle of local operation making for stability is local 
taxat ion, educational programs requiring local taxes unreasonably high 
or unreasonably low as compared with other communities are not to 

be entered upon. 

Communities having high tax rates do not stand up as well against 
the rigors of financial depression periods as communities whose tax 
into are noar the average. The period of raising the tax rate is fol- 
lowed by a period of no expansion or even a period of retrenchment, 
resulting in a more or less gradual regression of the tax rate toward 

the moan. 
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been brought to the fore by a wider participation in making the deci- 
sion, it may fail because of comparatively minor defects. The change 
itself thus lacks the stability which those supporting it would like 
to give. Broad participation in determining not only the advantages 
of a change but in assessing the degree to which it contributes to 
values accepted by the public adds to stability. Likewise, the assess- 
ment of net losses in terms of these values may result in changes in 
the program itself or in actually dropping the proposal for change, 
thus safeguarding those elements in the program that have long-time 
value and that are, perhaps, the most important considerations undei 

the criterion of stability. 


Shortcomings of Town Meetings 

In an earlier chapter we have cited the town meeting as setting 
the standard for democratic control. The town meeting as a control 
mechanism has definite shortcomings from the point of view of sta- 
bility. It is too readily subject to a change in community tempera- 
ture Since the educational program as it affects an individual child 
is a twelve-year proposition, it must be considered with more deliber- 
ateness than the annual budget. For this reason there is considerable 
to be said for board control in lieu of town-meeting control. It is 
trU(; that board control has doubtless come in because of the unwieldi- 
ness of the town meeting when a large population is concerned. 
Regardless of its origin, there seems to be no question that as a device 
favoring stability the school board lias much in its favor. It intio- 
, luces the element of time in tempering decisions on policy; a school 
board may get out of touch with community desires; the community 
may shift its attitude and come into line with the school board s 
policy. Failing in this, the community itself may change its sclioo 
board. This is a slow process, however, and provides the desira e 

cooling-off period. 

School Board Elections 

To assure' deliberateness in changing a policy, it is essential that 
schL boards be freed from the possibility of being easily «vortlirown. 
Tho d cv ico of long and overlapping terms provides the needed sale- 
guards A 7-man board with 7-year terms might require as much as 

tZ Standpoint of demoertwy or from the standpoiut 

H Adored, however, that tho merits of stability m an 
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educational program are such as to justify sacrifices in terms of the 
other principles. 

Fiscal Independence 

The educational program is not a matter of a one-year cycle like 
the financial budget and should not be subject to sudden upsets. 
This fact justifies a type of financial control over education that will 
balance its long-time values against the periodic drives for financial 
retrenchment or expansion. Most aspects of the municipal budget 
have to do with matters serving either atypical persons, such as pris- 
oners in jails or providing services of a general service nature as streets. 
In these matters ups and downs in financial support do not have such 
long-time implications on results achieved. One of the merits of the 
town-meeting type of control is that the people deciding on the budget 
can balance the long-time values against the short-time values. They 
can, if they see fit, retrench in one area and expand in another. 

A case was noted in a Pennsylvania community where a policy of 
strong support for public education was being carried through at a time 
when a policy of retrenchment was in effect on street cleaning. The 
schoolhouses were as spick and span as a schoolhouse could be; cleaning 
of the streets was left to the accident of rainfall. Whether this was 
wise or not is not the question. The point is that the people of this 
community had decided to support their schools well at the cost of 
retrenchment on street cleaning. Such a decision could readily be 
made in a town meeting. If, however, the decision were left to a 
single board that had charge of all municipal matters and education 
as well, it would be difficult for the people in the election of the board 
to differentiate in their demands for retrenchment or strong support. 

I his may be one of the reasons why in the development of boards to 
take the place of town meetings, the people in many states have pro- 
vided ior separate boards to care for municipal matters and educational 

matters This has been supported as a contribution to both democ- 
racy and stability. uemoc 

Tenure 

The fact that the educational crop cycle is one of several years 
makes a strong argument for long-time tenure of teachers The 
litical place that the teacher holds in the educational program and the 

— ^ part that the teacher’s undemanding of h£ 

teacher was a sort ot automaton carrying out ^specific irtoo/an 
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administrator, the rapid succession of teachers was not a great loss. 
There have always been teachers, however, of the gardener type. 
They were fewer, however, and a rapid succession of teachers gave some 
chance for each child to experience one of these teachers in his school 
life. In the earlier school such teachers were more or less of an acci- 
dent, and they often lacked the techniques which made them really 
all-round good teachers. Today such teachers are becoming more 
commonplace. One could venture a guess that the adult of tomorrow 
will find it more difficult to put his finger on the one teacher who 
influenced him in the elementary and secondary schools. 

Undoubtedly, permanent tenure of teachers is not an unmixed bless- 
ing. The peacefulness of permanent tenure may lull some teachers 
into lethargy rather than stimulate the good fruits of security. Empir- 
ical studies, however, support the position that many, if not most, ot 
the deficiencies that come along with permanent tenure can be offset 
by a sympathetic and stimulating administration. 

The argument for a considerable period of tenure applies to admin- 
istrative officers as well. Here, however, the critical position the 
administrative officer holds makes the risks of permanent tenure too 
great. ( 'hildren may be protected in one way or another from teachers 
who go stale on permanent tenure, and an active administration can 
anticipate and forestall such staleness. There is no such protection 
from a superintendent o! schools. When a man in the chief adminis- 
trative position goes stale, there is little hope for the school system 
except, from dismissal. There are all too many institutions and school 
systems that are plodding along awaiting the demise of the chief 
administrative head. On the other hand, the same arguments that 
call for long tenure on the part of teachers call for a reasonable degree 
of triune on the part, of the administrative officer. The superintend- 
ent of schools should be able to look forward to a term of at least five 
years in which to establish his competency. There is need for changes 
in the legal structure of those states where a contract longer than one 

year is illegal. 

Stable Budgets 

Financial hI ability, one of the most obvious applications of the 
stability criterion, is the principle that states that there shall not be 
sudden ups and downs in the financial support of public education. 

Those concerned with the structure of education and with the 
year-to-year financing of it in individual communities hear the brunt 
of the responsibility for maintaining an evenness in financial support 
that will he conducive to an evolving educational program. 1 He 
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financial provisions should be such as to favor long-time planning of 
the educational program. So far as possible, marked changes arising 
out of financial crisis should be avoided. Finance should be the 
servant, not the master. By the same token, ambitious provisions 
demanding large increases in expenditure should not be entered upon 
as a result of the spurring of a temporary wave of prosperity such as 
often accompanies business or population expansion of a community. 

New housing projects in a community sometimes result in a marked 
increase in values from one to five years ahead of increased school 
population. The wealth per pupil in this period may rise markedly, 
only to experience a rapid drop when the people move in and the 
babies grow to school age. Optimistic expansions made in the early 
years may be highly unstable . 1 


STABILITY AS A CRITERION 

Various rules of action have flowed from this principle. The 
California Constitution, for example, requires that the legislature 
provide a rather liberal minimum amount for the education of each 
pupil and that the county shall provide a like amount. Many early 
state laws provided for a minimum local tax to be levied by school 
districts. Far-reaching provisions are found in many state laws 
requiring a minimum tax to be levied before the community partici- 
pates in state aid. The New York law now provides that in case a 
school district fails to levy at least five mills it shall be denied a pro- 
portional share of the state aid it would otherwise be entitled to receive. 
While the state aid is computed on a tax rate lower than this, the 

district is not entitled to receive the entire state aid unless it actual] v 
levies five mills. 

Obviously, there is vast latitude for variation in the amount raised 
by the localise! themselves over and beyond such a minimum. Such 
provisions, therefore, do not actually provide stability. Stability and 
financial support depend upon the acceptance of 'the principle of 
stability by the local school districts themselves. 

The provision that a school district may not bond itself without 
a vote of the people or beyond a set percentage of its assessed valuation 
may be partly justified m terms of the stability criterion inasmuch 

tax^a C6PS ° ne ge f® ratlon from mor tgaging disproportionately the 
tax-paymg power of future generations. While this rule flows in part 

i°m the democracy criterion and in part from the prudential criterion 

P tr* t'“ ribUteS “ S ° me ‘o stability 

Programs of school maintenance, which place in the 'budget each 

his affects the schools as viewed in terms of all the criteria. 
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year a reasonable amount for keeping school buildings in repair, and 
parallel programs for the provision of instructional materials, equip- 
ment, and library books, contribute to a stable financial and educa- 
tional program. Similarly, insurance ot school buildings, safeguarding 
the school system against unforeseen special expenditures, and the 
proper spacing of debt service payments are in accord with this 

principle. 

SUMMARY 

The concept of stability played an important part when education 
was considered chiefly as a means of passing on the cultural hciitage. 
It still functions in this way in the mind of the public even though the 
profession has broken down this purpose into other terms. It proba- 
bly accounts for the responsiveness of the public to any and all appeals 
to “get back to fundamentals.” 

Stability connotes freedom from upsetting change within the sys- 
tem. It does not oppose change. Rather, it counsels evolution as 

opposed to revolution. 

The need for deliberate change flows irom the fact that a given pro- 
gram of education is not a matter of a single year but of the educational 
life cycle of an individual. This fact makes it imperative to consider 
the good that may come to a group of children from continuing with 
an old system as compared with the good that may come Irom changing 

to a new system in the middle of the stream. 

Stability demands that proposed changes be appraised in the old 

frame of reference as well as in the new. The new may underem- 
phasize ends served by the old. Some of those served by the old may 

be unrecognized. . , . r in- 

stability plays such an important part in the thinking of the pi i 

and is so often applied uncritically that there seems to bo particularly 
strong justification for making the clear understanding of its contribu- 
tions and dangers known to young people in our schools. 

Tax rates either unusually high or unusually low become buhjet , 

of attack that lead to instability in the educational program 

Home rule is supported by many as a contributor to stabih y. 
Democratic procedure, by bringing out bidden or obscure implica- 
tions in. proposed changes, contributes to stability. , f 

Town-meeting control lacks the stability of a well-chosen boaid of 

< ,iU Lmi7and overlapping terms of school board members make for 

"“wl indopondenco of ..-.hoof board., making thorn directly repo,,- 
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sible to the people, favors stability by giving the public an opportunity 
to express itself differently on the long-cycle matter of education from 
what it may wish to do on shorter-cycle matters such as most municipal 
policies. 

Permanent tenure of teachers and reasonably long terms of office 
for school superintendents make for stability without undue encroach- 
ment on the demands of the other principles. 

State finance practice should be such as to favor deliberate changes 
in the financial status of school districts. 

State requirements for minimum expenditures or minimum tax 
rates, requirement that right to bond be made a matter for public vote, 
limiting of the bonding power in terms of the valuation of the district, 
orderly school-building maintenance programs, and provisions for vari- 
ous types of insurance in all but the very large school districts, all 
have their purpose in greater or less degree in the stability principle. 

Exercises 

1. Give examples of what appear to be stable conditions that are really the 
result of failure to be alert to demands of adaptability. 

2. Does stability have relationship with other principles or conditioners com- 
parable to those you have discovered for flexibility ? If so, specify. 

3. Expand and illustrate the idea that stability is a desired factor in phases 
of our culture other than education. 

4 What traditional educational objectives should be retained in the buildintr 

T referen ce’:? What is the relationship of the principle 

o stability to the educational philosophy commonly referred to as ''classicism ”? 
Differentiate between "stability” and "conservatism.” 

, , 5 ; * e p d Gide0n , SC pam P hlet and one of the Hutchins references given in the 
menfof f’ f & defenSe ° f ° ne of them as an acceptable state- 

6 In whlTr^ f v! , ^ mty PrinCipIe aPpUed in hi S her education, 
heavily? SCt ° admi “stration does the stability principle weigh 

. j° U givC exam P les from your experience of an overemphasis on st*. 
bihty? Underemphasis? Wise application? overempnasis on sta- 

1^.“^ ” “V other principles ^ ^ 

same ■SZT ^ ““ S ** te ° f N ™ °“eola (Appendix E) in the 


ociecce a JKeacungs 


ke, .Kenneth : P ertncuience 
York: New ml' ^ ^ ^ H ’ 

SSwV LE ° v M u 2* Teacher and Scko ° l Organization 
188-213, New York: Prentice-Hall, Inc., 1938. 
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PART III 

Empirical Knowledg 




CHAPTER XVI 

RESEARCH, EXPERIENCE, AND FUNCTIONAL ANALYSIS 


Good common-sense judgment takes into account what is known 

about the things it works with. When a man reseeds his lawn he 

u snail} makes some provision to protect it against the tendency of 

postmen, paper boys, and playing children to take short cuts. This 

is taking empirical knowledge into account in coming to a common- 

sense judgment. Similarly, if he lives in the north, he will not seed his 

lawn in December; he will plant shady lawn seed under the trees; he 

will prepare the soil well ; he will spray it with a gentle spray. Some of 

these things he has learned from his own observation. Others he 

has read in a book on lawn care or in the gardening column of the 
newspaper. 


auuKUii, ut ujnity 


While there is an essential unity to educational objectives and to 
the various common-sense principles that makes it possible to move 
from one general statement to a dozen or to a thousand, or in the 
reverse order, there is no such working unity to the empirical evidence 
hat has been collected on American education in the past 40 years 
Doctors dissertations, superintendents’ reports, surveys, yearbooks 

aTpraisd Sea TLt t e V rePreSent ^ 6Xpendlture of ™*y millions on 
appra sal. These studies gam a unity, however, from the operating 

educational mechamsm, just as all the varied parts of a car fit into a 

unified v hole that responds to purposes of the driver quite unpredic- 

it 

attiK 17 “ “ t ™ ld ““ “SS 

inal sources he would hardly get hiswork dont^ “ * ° rig - 


^u*l£SSIONAL LIBRARY 

. . j there are those who are busily enaap'erl in cnf+ • j 
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library of wide and rich range with a comparatively small expenditure 
of money. The Encyclopedia of Educational Research , the yearbooks 
of the various educational organizations, the Quarterly Review of 
Research of the Educational Research Association, reports of the 
national surveys — these books and documents wall give a splendid start 
at assembling the empirical evidence that has been collected on the 
effectiveness of various practices. Letters to the major contributors 
referred to in these treatments will usually yield an up-to-date bibliog- 
raphy on the particular problem at hand. A few dollars wall bring the 
additional books and documents to make possible a completion of the 
checkup. 

With such materials available, there is little excuse for embarking 
on new practices without the benefit of the available empirical evidence. 
They will supply materials of value to the personnel concerned with 
the change and to interested members of the public. A professional 
library growing in this manner will be truly functional. With these 
materials at hand, the administrator can get on with his job of making 
common-sense judgments with a minimum of delay. A listing ol 
books, periodicals, and guides that wall make a good beginning of a 
ready reference library on empirical knowledge in educational adminis- 
tration appears as Appendix 0. In it are included mateiials on the 
other extensive fields covered in various chapters. These too are essen- 
tial to the exercise of good common-sense judgment in the field of 

school administration. 

RULES FOR INTERPRETING EVIDENCE 

In dealing with the mass of empirical evidence in any area, it is well 
to remember that, in school administration as in military tactics, the 
applicability of evidence “depends on the terrain” Empirical evi- 
dence cannot be taken as universal truth in a field where there is sue 1 

a multitude of uncontrolled factors. There are certain tests, however, 
that will be helpful in the task of determining the applicability of evi- 
dence to a given situation. 

Reasoning from Analogy 

Applying research evidence is reasoning from analogy. The assump- 
tion iH that the controlling conditions under which the evidence was 
obtained are sufficiently identical with those to which it is to be applie 
that the same results would he obtained if the immediate situation had 
been the setting for the research. The validity of this assu^o" s 
always worthy of examination. It demands going into the chaiaOer 
istics of the situation. Ft demands also a consideration of the vai.a 
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bility figures given (standard deviation). They show whether or not a 

measure, an average, tor example, is closely representative of the 

sample 01 vhethei it is just a sort of middle figure in a widely scattered 

array of measures. It also demands a consideration of reliability 

measures. If the standard error (reliability) of the measure is large it 

means that either the number of cases on which it is based is small or 

that the measures themselves covered a wide range so that the average 

was not closely representative of all of them. It may mean that both 

conditions obtain. It shows the range within which the measure ;m 

average, for example, is likely to be found in another situation. I',,- 

example, 25 + 5 means that in a different situation the chances are 

50-5° that the average will be found between 20 and 30 and 50-5(1 tLi 

the average will be found to be less than 20 or more than 30. If tj 1( . 

figures have any significance in the situation at hand, some estimate 

can readily be made as to the significance to local policy of the figures j n 
the likely range. ' & 

. In a PP ] y in S such materials to a problem at hand, it is of the utmost 
importance to hold m mind that empirical evidence is gathered in 
terms of certain hypotheses expressed or assumed. 

Appraisal does not rise any higher than the purposes in terms of 
which it is made any more than water will rise higher than its source 

mfl 6 ’ I 0 " ! XamP f’ t ie evidence on class Most of the studies were 
made at a time when the conceptual design for American education had 

no ye emerged into that which most of us accept as yalid today It 

“ en ° U f t0 find no significant differences in ayemge subioc 
matter mastery were found between certain classes of different s z 

It important to know just how the results were measured and to "t 

these measures up against the objectives to which small classes as , 

sSSasst SKMsrsK 

understanding without affecUntT ^ from Such “Oreased 
K is conceivab] ie ttt L. ,w *»«*»» 

of class size only within the limitaf f » d “ 
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lions that obtained in the studies. We must have in mind always the 
question, “Class size for what?” 

Empirical evidence often deals with a device subordinate to another 
device. Where this is true it is essential that we look back to the pur- 
poses of the major device. As an example, a couple of decades ago 
there were many studies made of the effect of homogeneous grouping. 
Now so long as homogeneous grouping was considered as a device for 
teaching a given mass of subject matter to all children, a test showing 
the achievement in such subject matter to be better under homogene- 
ous grouping would fortify the conclusion that the device was a good 
one. If, however, we do not believe in the sanctity of a defined set 
of subject matter for all as an educational device, such findings as 
the above give no support to homogeneous grouping as a device. 


Age of Study Not a Criterion 

The age of the study is not the deciding point, however. There are 
studies made 40 years ago set in terms of objectives still held as valid 
and therefore applicable to present-day needs. There are others car- 
ried out in recent years which, consciously or unconsciously, accepted 
objectives which you may not accept as valid. The present validity 
of the objectives in which the studies had their setting is the key. 


Completeness of Necessary Conditions 

Another consideration must be ever-present in both the application 
and assessment of research findings. It rises from the fact that factors 
other than those mentioned in the research may be essential for 
results. Lack of such factors may have resulted in a negative answer 
in the research, or lack of those factors in the piesent situation may 
keep the same devices proved effective by the research from opeiating 
positively in the present situation. For example, there is considerable 
theoretical argument for having some married women on a staff or 
more men teachers than we customarily find in high schools. The 
Mort-Cornell study of Pennsylvania 1 showed that in such a situation 
neither of these factors showed any marked relationship to adapta- 
bility. Was this conclusive? Probably so, for the average American 
community. But when we analyze just how these characteristics of a 
staff arc expected to contribute, it is clear that it is in the ‘ 
phases of the educational process rather than in the imparting ot skills 
Jin d knowledge from textbooks. It seems reasonable to assume, there- 

i Moiit Paul R., and Francis G. Cornell, American Schools in Transition, 
p. 40A Now York: Bureau of Publications, Teachers College, Columbia Univer- 
sity. PHI. 
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fore, that the negative results may have been due to the limited charac- 
ter of the educational program offered in the Pennsylvania schools; that 
they were due to a lack of other conditions necessary for the function- 
ing of these factors. Under such circumstances, it is reasonable to 
reject the results as possibly inapplicable to more favored schools. 
Again, suppose the study had been based on schools in the top 20 per 
cent bracket of expenditure of the nation and had shown a favorable 
relationship. In this case, it would be reasonable to accept them only 

tentatively for application to schools of average expenditure pending a 
test of results in such schools. 

Expenditure is one of those inclusive factors so closely related to 
results that it seems to be wise always to examine results obtained in 
schools on one expenditure level from this point of view before accept- 
ing them for application to schools on a markedlv lower or higher 
expenditure level. The same would apply also for 'character of com- 
munity. The possible concomitant factors should be considered to 
determine the likelihood of disturbing elements, and a judgment 

sTouM be"/ 0 ! S fp APPliCati ° n t0 a diffei ' ent ^ 0f community 

should be taken with more searching plans for checking results locally 
than seems to be indicated if the communities on which the research is 
based are of a similar expenditure level and character. 1 

Test of Basic Principles 

Finally, it cannot be assumed that the researcher has had all fhp 
pertinent considerations in mind. The best test of the scope „ he 
applicability of research findings is the potential user's own Lalvsi 

subjictsof p“ te T 1 the f0Ur SCrieS 0f pri " ci P‘ e8 that are 'the 

abif^ p ;:^ t^h he his m u r: y , leaves um 

judgment Wr « i r , m ° n ae must re y 011 common-sense 

1« ““Z e sWft t bothtf a „ dmiaiSt, ' ati0 " of ‘he l«t 

principles Y P + +p 0 mb? b th the humamt arian and tempo 

some of the prudential nrin ' ^ ^ asSessin S the demands of 

Many educational *££%*£%* Z 

useful if the administrator brings the ^her n ^ are 
achieve a better balanced judgment P P 68 mt ° pla ^ to 
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provide sufficient evidence on which to make a decision as to policy, 
for sound decision demands more than prudence. Before adequate 
evidence is available, fiscal independence as a device must be appraised 
in terms of the purposes to be served and in terms of the demands of 
the humanitarian and tempo principles also. 

With these instruments the practitioner can assess empirical evi- 
dence and supplement it in terms of his own hunches in those areas 
it does not cover. His decision is not, except by accident, defensible 
outside the range of criteria that he, consciously or unconsciously, takes 
into account in making his appraisal as a basis for action. 

AVAILABLE ANALYSES NOT ADEQUATE 

In general, blind acceptance of research findings for universal 
application results in basing judgment on grounds only less weak than 
pure, unadulterated hunch. Some of the summaries of research, such 
as the Encyclopedia of Educational Research , give a great deal of help 
in the analysis of empirical evidence in terms of its general applica- 
bility by pointing out some of the less apparent pitfalls. But even 
these analyses leave considerable additional work to be done by the 

conscientious user. 


SUMMARY 

Good common-sense judgment takes account of what is known 
about the things it works with. 

The working unity of empirical evidence comes from the school sys- 
tem in operation ; empirical evidence has no internally consistent logic 

of its own. . . , 

The administrator is forced to make use of various guides to the 

great masses of empirical knowledge reported in print, such as those 
presented in Appendix C. 

Empirical knowledge is not universal truth. Its applicability 
depends upon the degree of identity of factors in the situation from 
which it was gathered and the situation to which it is proposed to 

^The statistical form in which results are reported gives a clue to the 
degree of identity. The variability of the measure used tells the degree 
to which the data a measure is based on were widely scattered or 
relatively homogeneous. Similarly, the reliability of the measure 
which takes into account the measure of variability and the size of the 
sample (if the statistics are based on a number of communities) Ipw 
a clue to the probabilities that the measure is characteristic of a typic 

situation. 
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Care should be taken to discover whether the purposes in terms oi 
which the study was made are acceptable in your situation. Studie.- 
made several years ago should be examined carefully from this stand- 
point. But the age of the study' is no sure guide. A study made 10 
years ago may be based on purposes still acceptable while one made 
recently may prove quite unacceptable in this respect. 

Some factors important in the operation of a good school may not be 
effective in the absence of other critical factors. It is a good rule to 
examine evidence collected in communities of markedly different 
expenditure level or markedly different community type for their 
applicability to your situation. In such instances particular care 
should be taken to provide for testing of results in your situation. 

It cannot be assumed that the researcher has taken all pertinent 
criteria into account. The results should be tested in terms of all the 
basic principles dealt with in this book. Otherwise you may be accept- 
ing results based on a narrow application of one group of principles 
such as the prudential group or the humanitarian group. Such results 
should be taken for what they are worth but for no more. 

There appears to be no way in which the administrator can escape 

the necessity of appraising empirical evidence. Even the best 

appraisals in terms of general applicability leave much to be done by 
the conscientious user. 

Exercises 

o. Get a speaking acquaintance with the books on thn • j 

empirical evidence given under A of the Selected Readings below ^ ^ ° f 

sfis in h er T til u s and utlIizing items of 

5 With Whi Oh nf T philosophical and statistical categories 

1 srS&zSSgSSBs-r- 

sch ^hf£^ knowiedge ° f his ° 

m statistics he may wish to emolov the C f haS had some formal training 

concepts and methods. KthSent^haS^’ " books to -vieiv 

may find value in the Flderton hnnl 1 i - { n .° 0rma statistical training he 
statistical terms. ' b 1U clanf Mng concepts and meaning of 
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PART IV 

Balanced Judgment and Legal Concepts 
Having Their Roots in the Common- 

sense Principles 




CHAPTER XVII 


THE ACHIEVEMENT OF BALANCED JUDGMENT IN THE 

WORK OF ADMINISTRATORS 

. We now return to our starting point— balanced judgment— with, 
it is to be hoped, a better understanding of what is to enter into it' 
Tocqueville, the distinguished French observer and commentator 
on American life and democracy, was obsessed to a considerable degree 
with the principle of equality as a mainspring of human action espe- 
cially upon the institutional level. Throughout his two remarkable 
volumes on Democracy in America, equality is a dominant note. Sel- 
dom does one read a page without observing a reference to it. This of 
course, is not particularly strange if we recall the time of his birth • the 
experiences of France in the period from 1790 to 1815; and the time 
when this masterpiece came from his pen. Many of his observations 
have not been verified in the light of subsequent history, but much that 
he said is stamped with a penetrating insight into American life social 

economic, and political. ual ’ 

RESTATEMENT OF BALANCED JUDGMENT 

Although he was keenly sensitive to equality, Tocqueville recoir 
d the potency of other forces and principles also. He said: ^ 

ESS SEES 

unconnected with or oven contrary the principle of e^Hy 

f or who r ? prof ° u ° d ^ 

“ d , thr °“ sh ' Md 11 * 

^ ^ re ™ d i th^ 

*" ™ l P- ri. 

261 



PRINCIPLES OF SCHOOL ADMINISTRATION 


202 


unfortunate and raising the downtrodden. But, as Tocqueville 
observed, other principles have their role to play, and the administrator 
needs to remind himself again and again that his problem is not to deny 
their presence as partial determiners of far-reaching policy but rather 
to harmonize them. The same holds for the evidences drawn from 
the literature of education and related fields. But it is well to remem- 
ber that these evidences from the contributing disciplines must be 
subjected in turn to the systems of principles discussed in this volume 
if we arc to avoid overlooking or overemphasizing them. 

Taken together, the principles of purpose and common sense and 
the empirical evidences form an “ alliance of science and politics.” 

Most administrative problems must be settled in terms of a balance 
of the demands of various principles . 1 Only occasionally can a prob- 
lem be solved in terms of a single basic principle. It is for this reason 
that when a single principle is earned to its logical conclusion the 
result is often absurd. Judgment must be in terms of a resolution of 
forces, not in terms of a single force. This should not be confused with 
compromise. The person who seeks to solve all problems in terms of a 
single principle is being continually forced into a situation where he 
must compromise. He can see clearly where his favorite principle, if 
loft, alone, would lead him, but he finds himself continuously checked by 
conflict ing demands. The person who sees judgment as a resolution of 
forces ( iocs not often experience the frustration of compromise. For 
him it, is not compromise; it is balanced judgment. 

Educational administration must move from day to day in terms of 
the best, knowledge? and best thinking available. The ground may be 

i This is now news, of course. The whole progress in the field of adminis- 
tration in the past few decades has been due to the problem approach in terms of a 
more or less broad and internally consistent system of principles deduced from 
experience and from the observations of such early seers in the administrative 
field as Cnbberley and Ntraycr. Students approaching problems were urged to 
<|mw up principles — to draw them out of the professional atmosphere, as it were. 
They were judged as to their completeness and consistency by men of presumably 
greater experience. Together they formed a conceptual background in terms of 
w t,ic|, (he facts pertinent, to the problems were drawn by historical, comparative, 
or statistical methods. Often, important, series of considerations were over- 
looked in this process. It is hoped that the principles drawn together in this book 
will serve as a. codification of the systems of principles that are likely to be involved 
in the solution of any administrative problem or in the setting up of a consistent, 
treatment of an administrative subject, whether it bo the process of financial 
aceou nling, the administration of supplies, the planning of school buildings, the 
employment, of teachers, the development of courses of study, or plans for pupil 
guidance. The test of whether this "code” has the merits of breadth and internal 
consistency will be its usefulness in day-to-day school administration, in the 
c.rtti mr no of administrative procedures, and in administrative research. 
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laid today for the gathering of empirical evidence that will be available 
for next year, but the decisions that have to be made today must bo 
made in terms of what is now available. 

POWER CLASSIFICATION OF SCHOOL ADMINISTRATION 

Educational administration may be defined as, in large part : the 

influencing of one group of human beings, the pupils, to grow toward 

defined objectives; utilizing a second group of human beings, the 

teachers, as agents; and operating in a setting of a third group of human 

beings, the public, variously concerned both with objectives and with 

means used to achieve them. The key to the mechanism of educational 

administration is chiefly the allocation of power. This allocation of 

power is determined necessarily not only by the objectives sought but 

also by the outlook, ability, interest, etc., of the three human groups 
concerned. 

Expressed in terms of the key elements, the exercise and allocation 
of power, administration may be broken down as follows: 

1. Operating the mechanism: 

f«t a e,oup * ot i " dhi<tok ' » f h » d ”■» 

rules ' or °' pr ° ccduro “*• — «•■*•«*>*• 

■ , e ■ M ® etln S situations more or less novel in areas that have not been fornvil- 

ed under laws, rules, or approved procedure and for which the administrator 
rases final authority “necessarily implied to enable him to carry out the 

powers expressly granted.” } 1 1 c 

2. Servicing the mechanism: >v 

h ST? lh ? ““ d “ “ lhori ‘y the defined channels. 

. Subjecting the allocation of powers under 1 above to com inuous appraisal. 

In the above, la and 2a are purely prudential. When the nroee- 

dure was established it froze the operation of the other princfpleX 
better or for worse. In exercising discretion under U and 1c common 

se comes into play; and m making judgments falling under 26 all 

ter b , Play emphasis “ democracy The be " 

re u t, W iUdgment iS in the actual operation, the better the 

s sees r- - In 26 - - - 

free dechlnr. W ° rd ?’ judgment comes into play m the 

-t ^ “ lishment ' — 

culture. Common sense, as we have seen, deals with both humS, 
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beings and THINGS (See Chap. VI). THINGS is to be interpreted 
to include combinations of factors that may in a sense precondition an 
entire community as to its educational level, or an entire staff m which 
there is a preponderance of teachers who grew up in the community, 
and thus influence the tempo of change ; to include scientific or other 
empirical evidence as to what is likely to happen when a given thing is 
done; to include the more or less accidental legal restrictions under 
which the school must operate, whatever may be the predilections of 
staff or community; and to include the educational objectives that may 
be shared as driving beliefs and purposes by only a relatively few 
within the profession and, perhaps, by an even smaller proportion of 

the general public. 

VARIETY OF PRINCIPLES IN OPERATION 

Perhaps the most useful suggestion as to how to achieve balanced 
judgment is to seize each situation demanding it as an opportunity 
to exercise resourcefulness in finding applications of these various 

^^administrative problems, such as the development of a state 
aid system, district reorganization, or the preparation of a bu g , 
draw heavily on many principles. In such complex areas practice is 
usually haphazard until such time as a conceptual design providing a 
balance of the pertinent principles has been developed. In less co - 
plex functions {wo or three principles may largely determine the pat, 

tem ' Tn rintl" the humanitarian prints, one or 

= ?rt5 -as first 

designed llrgely to increase justice of operation, to simphfy an opera- 

ns isrss t tssr*. - - 3 

— — r ar rr— « ir" "s 

In some instances, ho\ , ' ' fixture to some other principle, 

theprincipie front wh, eh in 

An oxiimple t ■ „ ^ ,i ollllt less prudential. 

spite ol the fact that . structural functions used 

- illustrations under J ^ Rn U» 

theoretical setting in which they stand. 
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and Regulations, discussed under Democracy (Chap. VII); Justice 
(Chap. IX); Prudence, both Chaps. XI and XII; and Adaptability 
(Chap. XIII); Budgets, discussed under Democracy (both Chaps. \ 1 J 
and VIII); Prudence (Chap. XI); Flexibility (Chap. XIV); and Sta- 
bility (Chap. XV); Line and Staff Organization, discussed umha 
Democracy (Chap. VII); Justice (Chap. IX); and Flexibility (Chap. 
XIV) ; Fiscal Independence, discussed under Prudence (Chap. XII; and 
Stability (Chap. XV); Public Relations, discussed under Purpose (both 
Chaps. II and IV); Democracy (both Chaps. VII and VIII); and Pru- 
dence (Chap. XII); Tax Leeway, discussed under Purpose (Chap. IV; • 
Adaptability (Chap. XIII); and Stability (Chap. XV); and Financial 

Level, discussed under Justice (Chap. IX); Adaptability (Chap XIII > • 
and Flexibility (Chap. XIV). 1 ’ 

But these treatments, even when taken together, only exemplify 
the scope of the problems; only two of these were referred to in the 
treatment of adaptability and one in the treatment of purpose- yet 
both principles make searching demands on every one of' tluuu' 

' y ’ in ^alyzmg a given administrative device, operational plan 

1 S“ re ’ “ is desirable to examine 11 m *•** 

. In th ? dlscussion follows a few examples of such analysis are 
given and some of the pitfalls pointed out. The exercises at the end of 

balanced judgment in conceptual designs foe intricate 

PROBLEMS 1 iULA1E 

The appraisal of any function is made in terms of some th 
expressed or unexpressed. Presumahlv n ° e theor - v » 

of the known demands of the vn, ' 7 , t oiy 1S the organization 

in terms „f dlt the aT' P " 

evolution of the fund “ in LZ, T u Y th ° h ‘ Stor ' V ° r 
in the nation. Sometimes such ill “7^°° Systol1 ' in the „ r 

odz\r ipta ca,,s ■**-*» t 

o examples are given here r pi 1A «i, i 

classed as examples. ’ hapters that follow this may also he 
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in a setting of historical and comparative information. Such a con- 
ception of the problem is doubtless in the mind of an effective adminis- 
trator when he approaches the appraisal of an administrative function. 
He may depend on his own readily available knowledge and habit of 
looking at a subject from all sides, or he may make the background the 
subject of special study so as to be more certain that he is not over- 
looking important aspects. If he does the latter he will be interested 
in noting the various issues raised and in seeking in the culture the 
explanation for modifications made in the historical evolution. Also, 
he will be interested in noting in present practice and in practices else- 
where the relative emphasis given the various principles as well as the 
devices that have been developed for carrying on the function. 

Either appraisal of an old function or of the plans for a new one will 
hardly be more adequate than the conceptual design or theory from 
which it flows consciously or otherwise. 


State Aid 

What we commonly refer to as equality of opportunity in the treat- 
ment of school finance is a composite frame of reference or conceptual 
design drawing on the principles of purpose, equality of opportunity, 
justice, prudence (simplicity, checks and balances), adaptability, 

flexibility, and stability. 

Over a long period of our history those interested in carrying out 
the principle of equality of opportunity (as defined in Chap. X) in 
state school systems sought to achieve it through the enactment of 
mandatory laws. This failed because the spirit of mandatory laws 
was not met in many districts either for lack of understanding or of 
financial ability. It was only when Straycr and Haig meshed together 
the demands of justice and equality of opportunity that we began to 
make great headway in equalizing educational opportunity, i heir 
statement of the principle of “equalization of educational opportunity 
and of school support” was not a compromise. On the contrary, 
it was an application of balanced judgment. They accompanied 
their statement with tl.o demands for another principle, they sani 
that this was not to be interpreted to deny the community the right to 
spend more than the minimum. In doing this they were recognizing 

the principle of adaptability. . 

They were not so successful, however, in dealing with the appare 

conflict between the equality principle, as they defined it, and the 
so-called principle of reward for effort. They saw no way o f comb m mg 
these two as objectives without diluting justice. Studies that iol 
Wd have shown that reward for elTort is a device for serving the 
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adaptability principle and when used within reasonable bounds is not 
destructive of justice. The difficulty current at the time oi Strayer 
and Haig’s study was the acceptance of reward for effort as a princi- 
ple rather than as one device for carrying out a basic principle. Once 
it was discovered which was the principle and which the device, the 
road for serving the basic principle became clear. 

The shift in the conceptual design of state school support from the 
time of the Educational Finance Inquiry (1923) to the present time is 
the result of the identification of principles, which have been presented 
in earlier chapters of this report, and their use in correcting shortcom- 
ings arising from a too limited range of principles. In the more recent 
proposals will be found a more conscious use of provisions to iron out 
the ups and downs of state support due to sudden changes in school 
attendance, thus contributing to stability. They include, also, pro- 
visions seeking to delay change in state aid until communities have had 


an opportunity to adjust their programs by orderly processes. These 


later plans have also gained from sharper definition of equality that 

places more emphasis on Avhat is to be considered normal support. 

One of the advantages of clarifying the principles is that it is now 

possible to verbalize and thus bring to light concepts that formerly 

either went unnoticed or manifested themselves only through negative 

reactions. Something was wrong but no one had a respectable word 
for it. 


Size of School Districts 

The following example of analyzing a specific problem in terms of 

these principles, somewhat differently organized, appears in the report 

of the Commission on the Legal Structure of Rhode Island Public 
Education. 


The question that arises then is, how can we maintain the advantage of 

home rule in a comparatively small district without losing the advantages 

that anse from a large district organization? As we noted earlier, the problem 
calls for answers involving four major provisions! 

1. The provision of secondary education. 

2. The provision of vocational education. 


voufh 'find f °!! sio , n of , services for the understanding of growing children and 
youth and for the development of educational settings for their growth. 

a ' e P^^s^n of professional leadership continuously to help the public 
“ the problems of education so as to make home rule authentic. 

to serve eac e h o i COn t Slder ] the size of district that appears most favorably 

to be most favorable for meeting the requirements of each of these ten nrin 
ip es is noted opposite the principle as listed in the tabulation that follows 
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Operational Principle Favorable District Size 

1. Democracy of control 1 Smallest possible. 

2. Democracy of operation Large enough to provide strong professional leader- 

ship for the teaching staff at reasonable per pupil 
cost. 

3. Adaptability Large enough to provide strong professional leader- 

ship for the public and teaching staff at reasonable 
per pupil cost, and large enough to provide a popula- 
tion of diverse interests and outlooks. 

4. Variability (Flexibility) Large enough to provide at reasonable per pupil cost 

professional services which will reveal need for 
variation. 

5. Prudence 2 Small districts favor the public watchdog type of 

oversight; large districts favor economy in buying 
and management. Weight of evidence in favor of 
large districts. 

6. Equality Large enough not to interfere with providing all 

children the opportunities they need. 

7. Stability Large enough to provide strong professional leader- 

ship for the public and teaching staff at reasonable 
per pupil cost. Small enough to keep decisions 
close to the people. 

8. Justice to employees Large enough to make selection and assignment a 

systematic, professional problem. 

{). Simplicity Favored somewhat by smallness. 

10. Responsibility 3 Large enough to provide, at reasonable per pupil 

cost, an administrative staff competent to carry 

responsibility. 


The demands for greater size arc made by equality, variability, respon- 
sibility, and possibly prudence. Smaller districts would serve other demands, 
hut the typical district in Rhode Island is too small to serve any principle 
other than democratic control and possibly prudential management of the 
public watchdog type. Little sacrifice in democracy or prudence would be 
involved in districts large enough to serve any but certain of the demands of 

the equality and justice principles. . . 

To care for the equality principle under home rule would require districts 

large enough to provide vocational education. Care for the handicapped 

demands districts of somewhat similar size. Probably the demands could not 

he met by having more than a half-dozen districts in the state. This strongly 

suggests the transfer of the vocational education function to central operation 

and the instituting of central operation for all but the most common types o 

handicapped children. . . . • . _ 

With the “largo Bizo” demand of the equality principle cared for, the 

' Equivalent to political democracy as used in this book. 

• This is prudence in general. In this list simplicity and responsibility (9 and 
10) are separately listed. 

j 'fhis is not the definitive use recommended in this booK. 
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demands of the justice, variability, and prudence principles may be con- 
sidered. The principle of justice to employees may possibly be cared for by 
greater central participation in the employment of personnel, together with a 
tenure system. 

Much that is done to serve the variability and prudence principles could 
be done on a cooperative basis, particularly in a state as small as Rhode Island. 
A pattern was suggested by the workshop operated by the state department 
of education in the summer of 1941. Presumably a continuous service could 
be set up in such fields as child study and guidance, curriculum development, 
and business management including purchasing. The districts could be 
assessed their proportional part of the cost. The supervision could be under 
a board selected from the school committees. An executive officer could have 
the rank of Assistant Director of Education, and specialists could be employed 
to work under such a board. Their office would be a continuous workshop 
for teachers, principals, and superintendents. Many of the advantages of a 
single large district could thus be obtained without the sacrifice of home 
rule. 


With these matters disposed of, we now fall back once more on the demands 
of the equality principle. It demands school districts at least as large as the 
districts now served by high schools. Some of these are clearly too small. 
There should probably be no more than a dozen high-school districts in the 
state. Such districts would be large enough to meet the demands of the other 
principles as we see them today. They would not do great violence to the 
democratic-control principle. The control would be more democratic for 
high schools, less for elementary schools. 

With some violation of the principles of responsibility, variability, adapta- 
bility, prudence, and simplicity, the situation with respect to democratic 
control could be served by adopting the system of two sets of districts— one 
for elementary (grades first to sixth) and one for high school (grades seventh 
to twelfth). This plan would permit the retention of most, and perhaps with 
some changes in the system of employing superintendents, the retention of 
all the present towns and cities as elementary districts. Some unitary advan- 
tage for the districts in which the high schools now fall might be retained by 
making the high-school board in those cases the elementary board for those 
districts, plus elected members from the other districts, with voting power in 
proportion to the school population served. Were such a plan adopted it 
would be wise to provide by law for an educational advisory board to the 
ig -school district superintendent to be made up of the superintendents of the 
elementary districts and the high-school principal or principals. 

The complexity of this arrangement, and the sacrifice of power to adapt 

pi act ices m the entire system, argue against this final step. The strength, of 

re argument would seem to favor the simpler large district organization for 
both elementary and high schools. 1 


the\ SCh 7t f0r ! JU> ' Children ’ VoL ri > PP- 142-145, Report of the Commission on 
the Legal Structure of Rhode Island Public Education, Feb., 1942. 
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TENDENCIES TO OVEREMPHASIS OF ONE PRINCIPLE 

There follow five examples of overemphasis of a single principle: 

Auditing Accounts 

The policy of auditing local accounts by state agencies has its 
origin in the prudence setting. The state has set up a mechanism for 
the determination of budgets. When the budget is determined, it is 
supposed to be the spending plan. Because of the complexity of the 
operation of local school systems there are ample opportunities for 
varying from such an expenditure plan and varying degrees of oppor- 
tunity for peculation. This gives rise to the need for an audit by a 
central agency or by some other independent agency. When the 
audit is by an independent agency there is little likelihood that it will 
overstep its bounds. When it is by an official agency, however, there 
is always the temptation for the central officer to exercise judgment as 
to the desirability of the expenditure. When this occurs, control is 
really shifted from the local body to the central body. In the over- 
zealous serving of one principle a shift in the emphasis on political 
democracy, adaptability, and flexibility is undcsignedly brought about. 
If then becomes a conflict between the prudential principle (checks and 
balances) and both the political democracy and adaptability princi- 
ples. The point where this appears is crystal clear if we undei stand the 

demands of adaptability and democracy. 

The frequency with which state legislatures have set up auditing 

services or prebudgetary reviewing bodies, however, shows a strong 
tendency to face this problem in terms of the demands of prudential 
principles only. It is easy to see that looking at the problem from the 
standpoint of prudence we could readily be enthusiastic about the 
possibility of a central agency making economies or keeping the local 
school boards within the bounds of a strict interpretation of the law. 
II, is only when we see that adaptability demands considerable discre- 
tion on the part of the local communities in interpreting the law, and 
that the courts exist as a prudential device for protecting the public 
from too broad int.erpretat.ion, that the folly of such extreme prudential 

legislation becomes apparent. 

In the drives for economy in recent years the examples of pi udonc. 
overstepping its bounds have been all too frequent. One of our 

UnM * I'"' I«"™» «■* iB r “ r 'TT D S'' 

that can educate the public, the legislatures and the central offic u 

l„ tin, nml for owunininK the con'lirt. 1 rop rto- 
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flexibility. The great need is to know how far we can safely go with 
prudential regulation. This applies quite as truly as bet ween the cen- 
tral regulation in a local school system and the discretion left to indi- 
vidual teachers in the staffs of individual schools. In his book, Tin 
Basis of Social Theory , Balz has stated the basic issue as follows: 

The dynamic society faces this dilemma: If the control of the group over 
the individual, however such control is accomplished, he p-prcs-ive. in so far 
discovery, invention, initiative, the exercise of constructive imagination, and 
achievement in every field are discouraged; and this means the surrender of 
the faith in Progress. On the other hand, in so far as no control is exertei 1 i ncr 
the variant individual, spontaneity is encouraged, but variation mav bear- 
fruits threatening disaster, disintegration, the dissolution of civilization. The 
freedom that permits desirable variations permits undesirable variation-: and 
once more the faith in Progress is seriously impaired. Doubtless the con- 
crete situation in a society is vastly more complex than such a dilemma sug- 
gests. . . . Somewhere between an extreme of despotic control carried into 
detail and the opposite extreme where there is no control and wdl-nigh no 
society must lie the requisite mean. But the problem is: where? Limita- 
tions must exist — but how are they to be fixed? 1 

Democratic Administration 

The desire to extend the scope of participation in policy formation, 
if allowed to go to its logical ends, may result in gross conflicts with the 
prudential principle. When a school superintendent feels that he can- 
not take action on an important matter of an urgent nature without 
time-consuming discussion with the school stall, the application of the 
democracy principle has gone beyond its bounds. The dividing line 
may be defined as something short of the point where the teaching 
staff resents as an invasion of their rights a decision made without con 
suiting them. Any part teachers may play in the formulation of 
administrative policy over and beyond that required bv law must 
be thought of as that extra consideration of human personalitv that an 
a e administrator is able to provide in the administration of the 
sc ools and it should be appreciated as such. It should not be 
thought °f as a gift for which teachers should be undulv appreciative 
t rather as that extra something which a good school administrator 
ble P rovlde because of good wall toward his fellow workers It 

fee^ hi K S °K d admmistrati ° n 80 l0n & as the administrator does not 
staff H f 8ubservienfc t0 hls colleagues and so long as the teaching 

r * smii ; ° r the ■*““»« of . coSS c“ cour - 

KaopUnc., SST A ” ^ ° f Social Theor V’ P- 240, New York: Alfred A. 
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Prudence dictates that the responsibility to decide be definitely 
focalized at a point where it can be exercised without undue delay. 
Democracy demands that decisions shall be shared as fully as possible. 
There is no conflict so long as neither oversteps its bounds. 

Another key, perhaps a better key, to the border line between the 
demands of these two principles, comes in the allocation of glory. If 
the administrator and his colleagues can face their tasks as having 
common objectives with specialized responsibilities so that the power 
and the glory are both generously shared, conflicts between the 
demands of prudence and democracy are not likely to arise. 


Choice of High Schools 

One of the persistent problems faced by administrators is the deci- 
sion as to the desirability of permitting pupils to attend high schools in 
other districts at public expense. In Chap. IX there is a discus- 
sion of the conflict of interpretation between the state superin- 
tendent and the courts with respect to the desirability of requiring the 
board of education operating a vocational school to pay the tuition of a 
pupil to an academic high school. Here was a definite case of conflict 
between equality and economy. Economy demanded that there be 
some sacrifice in the choice of high-school opportunities by the student 
in order that the cost to the district might not be increased. Obviously, 
in sending this pupil to another high school there was no decrease in 
cost to the hoard to the extent of the tuition paid for attendance in the 

other district. . 

At first this seems like a clear case of conflict to be decided either 

in terms of justice or of prudence. On further examination it will be 
neon that there art; degrees to both of these principles. Permitting one 
pupil to go to the academic high school might have resulted in a large 
number transferring from the vocational school for no reason other than 
prejudice. This was probably a more important issue in the minds ol 
the school authorities than the amount of money required to pay the 
tuition of this one student. Such a situation can be resolved by mak- 
ing it the responsibility of some independent authority, such as the 
county superintendent or even the state department of education, to 
determine whether or not the pupil was being denied what was as good 
for him as what, the local school provided was for the great mass of the 
pupils — in other words, to determine what the equality principle 
demands. This would provide a check on the shift of pupils mere y 01 
reasons of personal likes or dislikes. It would safeguard the sending 

district from the extreme situation wluueit would have to pay the tiutio 

for a large number of pupils and at the same time would safeguard the 
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pupil who has special needs. Taking the issue as it really existed, then, 

the solution would be a balance of justice and prudence rather than 

either a compromise or a decision in favor of one to the neglect of 
the other. 

Failure to have provision for just such an adjustment in most states 

is resulting today in the denial to a great many children of the right to 

educational opportunities that could be produced without any violation 

of the prudential principle. There are indications that this situation 

obtains because of the failure to analyze the problem fully in terms of 
all the principles involved. 

Quite different cases arise when pupils who live in a district that 
does not provide a high-school education are given the right to choose 
any high school that they wish and to have their tuition and trans- 
portation provided. If there are a number of schools available, as 
there sometimes are, such a requirement may result in a cost for trans- 
portation that would be a gross violation of the prudential principle. 
Obviously, such a regulation carries the equality principle to an 
extreme. The demands of equality would seem to be met bv the 
choice of a single high school to be made by the board of education 
accompanied by the provision discussed above that the pupils whose 
cases justified attendance at another high school be decided by some 
outside authority and dealt with in accordance with the facts. 

District Organization 

It is of interest that in most states people in local school districts 
have the final say in the establishment of district reorganisation 
-.xpenence has shown that this provision has been an important stum- 

d TU “° t g ‘l-r effeCti '’ e ors “ izatiM > ™ral school 

stricts. It is a case where liberty has not been well used. It could 

be said to be in conflict with the structural design of the school -v-u 
mvoived, for the right of the school district t» g makelctions „te 

art of ?h T, , 0f "* district The nation of the district is an 
in not "vfi' Just as home ” 1 1 " over communities has come about 
distb t ° f Statutory law > thus serving adaptability, home rule over 

SiSri^: he iegai thL; 

Cost of prudence. 011 “ “ ° TCremphasi> » f democracy at the 

Reporting to the Public 
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reports that are used in the presenting of a proposed budget is “justifi- 
cation budget.” This term itself has a prudential emphasis that is 
altogether too characteristic of even these improved reports. If the 
earlier reports had become formal and deadly, the newer reports, for 
the most part, are too prudential. They seem to be designed to arouse 
interest and emotion by showing individual children performing a 
variety of school activities. Little is done, however, to bridge the gap 
between expenditures and what these activities do for the children. 
Fundamentally, there seems to be no reason why the educational bud- 
get should not be related to various kinds of growth or expected growth 
of children which would be understandable to the public. 

The question may be raised as to whether or not a picture shoving 
children playing basketball, or children on a field trip, or children play- 
ing wit h blocks, or making paper houses, conveys any great intelligence 
to the citizen as a policy-determining element of the community. 
'Those reports, line as they are, for the most part still hark back to the 
keynote of the old-type school publicity service that follows the nar- 
rowly prudential dogma that if you keep the people up on what the 
schools are doing they will not lie down on the schools. The thing 
that, is lacking is the drive of the democracy principle that would seek 
to inform the public truly, not to persuade the public, and of the adapt- 
ability principle that seeks challenge, where it can find it. 

The “justification budget” is an admission that the public does 
have something to say. What we need is an educational budget that, 
in addit ion, accepts the democratic and adaptability principles that we 
want the public to have something to say and we want them to know 
the implications of facts, not simply to sell them on policies decided 
upon with little or no participation beyond that required in the legal 

framework of democracy. 

CHECKS ON BALANCED JUDGMENT 

A final word should be said about the safeguard that democratic 
participation gives against overlooking some phases of the human side 
of the common-sense equation. The more people who participate, 
and the more varied their backgrounds, the less likely we are to ovei- 
look important aspects of a problem. Democratic control has the 
further advantage of making it possible for those concerned to vote the 
way they feel and perhaps cannot express in words. 

Conscientious administration, however, will not depend too much 
on the effectiveness of these useful devices. Large groups, even whole 
communities, have a way of overlooking important considerations. 
There is no real substitute for thorough common-sense analysis, ami, 
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in as complex an enterprise as education, the wise administrator is the 
best safeguard for important areas of consideration, particularly for 
those that arise more from the purposes of education. The part 
played by General Smuts in the national development of the Union of 
South Africa is an example. For many years he suffered severe oppo- 
sition from the Boers because of his insistence on looking at all the 
facts, weighing all the issues. 

The structure of our government provides certain types of safe- 
guards for the public that are largely prudential. Most important 
among these is the courts. In case there is an issue with respect to the 
meaning of the law, it is the court that says what the meaning shall be. 
In the case of an individual, a parent, pupil, or school employee, it is 
the court that decides what adjustment shall be made. 

There are vast areas, however, where the courts are seldom invoked. 1 
In these areas alert school administration is practically the only safe- 
guard. Most of the cases taken to the court have to do with personal 
<iggi ie\ ement. Few cases go to the court that deal with such subjects 
as an adequate degree of participation on the part of the public in policy 
formation in terms of the principle of democracy. School administra- 
tors are never taken to court for failure to be good leaders or to keep 
adequate accounts, or to make adequate reports to the public. State 
regulations are set up to provide a minimum of protection. Certain 
hearings must be held before the budget is adopted. The board of 
education may be given the right to terminate the tenure of an adminis- 
tiatoi. Such regulations take care of crass negligence only. 

To a rather disquieting degree, the carrying out of the purposes of 

the educational system, with due regard to the conceptual design 

eventually falls back upon administrative initiative. To a large extent 

the public has no protection against indolence, lack of good judgment 

or kck of dynamic leadership. This places an unusually heavy respon- 
sibiuty upon the educational personnel. 

SUMMARY 

This chapter provides a restatement of the problem of achieving 
balanced judgment in the light of the foregoing chapters. 

of nowei e 'ad d ° f ^ k f y eIements ’ the excise and allocation 

ot power, administration may be analyzed as follows: 

1. Operating the mechanism * 

- - — - 
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b. Application of laws, rules, or details of procedure that leave considerable 
leeway for interpretation. 

c. Meeting situations more or less novel in areas that have not been for- 
malized under laws, rules, or approved procedure and for which the administrator 
exercises final authority “necessarily implied to enable him to carry out the powers 
expressly granted.” 

2. Servicing the mechanism: 

а. Keeping the exercise of authority within the defined channels. 

б. Subjecting the allocation of powers under 1 above to continuous appraisal. 


Common-sense judgment comes into play in the decisions involved 
in all of the above, in the free decisions made in administration and in 
the establishment, servicing, and modification of the operational 


mechanism. 

In analyzing the simplest of functions, in addition to the purpose 
principles, one or more of the humanitarian principles, one or more of 
the prudential principles, and one or more of the tempo principles are 

likely to be pertinent. 

In the analysis of complex function it is well to assemble the known 
incidence of various principles and of empirical knowledge into a 
logical, internally consistent theory. Giving the historical background 
and comparative developments in other communities often helps to 
show the relative empnasis or lock of it in the oast and in the pi act-ice 

of other communities. . . 

The present theory of state aid exemplifies the complexity of prin- 
ciples involved in this one area. The audit, democratic administra- 
tion, choice of high-school-district organization, and reporting to the 
public exemplify functions having their origin in single principles and 
therefore subject to particular danger of underemphasis of other prin- 
ciples necessarily involved in operation. 

Democratic participation provides a valuable check against ovei- 

emphasis on any single principle. 


Exercises 

1 At the end of Chap. II it, is suggested that each student select a topic of 
some scope to analyze in terms of each of the . oiplcs. If this has been done the 
student should have notes on every facet of it, including an understanding of the 
empirical evidence available on it. If this has been done, it should now bo drawn 
together into an integrated whole reflecting all of these analyses. I it s well 
integrated it will be a good example of the exerc.se of balanced judgment. I or the 
purpose of this subject it will be well to show where principles do not apply as well 
L the contrary. The machinery of your thinking should be apparent to the reader. 

as being good. Write a critique of it showing how in your judgment it succeeds 
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and how it fails to take into account all our principles and thus to achieve (or fail 
to achieve) balanced judgment. 

3. Questions 3, 4, and 6 of the Exercises following Chap. VI call for reevalua- 
tion at this time. Can you see better understanding of the common-sense prin- 
ciples from this level? 

4. If the student has been keeping a u Resource Book” (as suggested at the 
end of Chap. II) he may find it valuable to draw together in suceintft form the 
criteria of balanced judgment. If he can find pertinent examples of well-rounded 
judgment they may prove of future use as emulative examples. 

5. It is believed that the student will find it of value to use the common-sense 
principles for three purposes: 

a. As sharp-edged tools for the expression of ideas 

b. To clarify his understanding of concepts to be emphasized in gaining 
receptive attention to plans and programs 

c. As criteria in arriving at a balanced judgment 

Can you illustrate by specific examples each of these uses? 

6. At the end of Chap. I, it was suggested that the student form a list of 
administrative areas. If he has such a list (if not he may use the one given in 
Chap. I) he will find that a comprehensive check of that list against the common- 
sense principles will bring the utility of the principles into clearer relief. It is 
suggested that he draw up a chart similar to that below (allowing enough space for 
meaningful comment in each square) in which he will note the implication of 
each principle on each administrative area. 

7. Which of the common-sense principles would you use as primary justifica- 
tion of : 


Age-Graded School 
P.T.A.'s 

Extra office help 

Physical Education teacher 

Kindergartens 

Increased library fund 

“ Go-to-school-night ” for parents 


8. In attacking unmet needs of school systems the Metropolitan School Study 
(xmncd asked committees of teachers to work throughout a whole year in assuring 

hem Th h neW P r ° b u lems reall y w ere before proposing ways of meeting 
m. This was because it had been noted that it is frequently fifty years between 

2" DoT Th- ° the ° f a SatisfaCt0 ^ in " ention *o meet 

would be^rnm'^ that such emphasis of time for forming a conceptual design 

you are famZh 7 “* * CUfrent administrative Problems with which 

with 9 ’ ^ De f ensible Spending for Public Schools, is mainly concerned 

with prudence but he has not entirely overlooked other factors. Locate snedfic 
^stances of this Does this book represent “Balanced Judgment”? P 

... Can you locate specific concern with each of the principles and the con 
» SitST - * M0 ’* i “ Chw - H •» XVI m tlu. book' 
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* (Economy, checks and balances, liberty and license.) 
f (Simplicity, responsibility, loyalties, inertia.) 
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12. Explain the interaction of principles found in the reference to Education fo) 
American Democracy given in the Selected Readings below and our common-sense 
principles. 

13. Does Planning for American Youth represent a balanced picture? 

14. Read the reference to Mort and Reusser’s Public School Finance or the 
reference to the American Council on Education’s Educational Research given below 
as examples of the common-sense principles employed in evolving a general theory 
or conceptual basis for meeting a problem. 

Selected Readings 

.American Council on Education, Educational Research No. 10, Vol. Ill, Series I of 
Studies, Chap. VI, pp. 135-166, Washington, D.C.: American Council on 
Education, 1939. 

Burke, Arvid J.: Defensible Spending for Public Schools , New York: Columbia 
University Press, 1943. 

Freund, Ernst: Administrative Powers over Persons and Property , Chap. VI, pp. 

71-103, Chicago: University of Chicago Press, 1928. 

Mort, Paul R., and Walter C. Reusser: Public School Finance , Chaps. VI and 
XVII, pp. 117-128, 375-403, McGraw-Hill Book Company, Inc., 1941. 
Mursell, James L.: Education for American Democracy , Introduction and Appen- 
dix, pp. 9-32, 475-495, New York: W. W. Norton & Company, Inc., 1943. 
National Association of Secondary School Principals, National Education Associa- 
tion, Planning for American Youth , Washington, D.C.: National Education 
Association, 1944. 

Rhode Island Commission on the Legal Structure of Public Education, Schools for 
Our Children , Vols. I and II. Providence, R.I.: Commission on the Legal 
Structure of Rhode Island Public Education, 1941 and 1942. 



CHAPTER XVIII 


THE LOCAL OPERATIONAL SETTING 


Any school district is an operating unit authorized by law, delegated 
certain powers by the state, and conditioned in its actions by defined 
procedures, regulatory machinery, and services from other govern- 
mental agencies. This we conceive as the legal setting . 1 The local 
powers are shared by law (by statute and court decision) among the 
voters, the school board, the superintendent, the teachers, the pupils, 
and the parents. This chapter is limited to the powers and functions of 
school districts, school boards, and school district administrators. 


EXTENT OF LOCAL POWERS 

In most of our states the political democracy principle has been 
greatly emphasized. Broad powers are granted to a local group, the 
school board, usually elected by the people in the district. While 
according to legal theory such boards have only the power that the law 
gives them, in actual practice the law is written in general rather than 
in specific terms, and the courts have interpreted such geneial giants 
of power to include the powers “necessarily implied to enable them to 

carry out the express powers given them.” 

Specifically, they have power to levy specified taxes, the power 

to determine the scope of the program, the power to determine the 
curriculum, and the power to establish rules and regulations (laws for 
the operation of the schools). Any or all of these may be subject to 
specific restriction or extensions in all the school districts in a state or 
in a given class of districts. The restrictions or extensions of power 
may be unique for an individual community as a result of special legis- 
lation or city charter, but this is rather unusual since most legislatures 
frown on special legislation, and the courts in most states do not recog- 
nize educational provisions in city charters when they are out of line 

with general legal provisions. # 

Since this book is directed to administrators m school districts 

th* advise i« I- »wcl. tl„on K l, KM »">• 

decisions so ns In determine the lofra! metes, md bounds uethm wluchthe 
school dislriel. oi--nd.es. It cannot bo safely assumed that the undei 
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standing commonly held locally or by the legal adviser of the board ol 
education is necessarily accurate with respect to the extent of freedom. 
It will tend to be heavy on “what you can’t do” and largely conjectural 
on what the possible range of discretion is. Delining the metes and 
bounds is often no easy job, for the legislation pertinent to a given class 
of school districts may be scattered throughout the statutes. 1 

The importance of this flows from the fact that the interpretation 
of the law is primarily a matter between the local authorities, their 
own public and employees, and the courts. The state superintendent 
may be commissioned by law to act as a court of law, but as an inter- 
preter befoie the case is brought he would seem to have no more stand- 
ing than any other individual. Exceptions would be in those cases 
where he has specific punitive powers; for example, power to withhold 
state aid if an unlicensed teacher is employed. Except for these 
instances the board can interpret the law as it will, subject only to tin- 
possibility of being brought to court by an aggrieved partv. ]f 
brought to court, the court has the final say as to whether or not tin- 
board’s interpretation was correct. There are plenty of examples 
where the court has interpreted the law to mean what in its judgment 
was the right thing, although it seemed to stretch the letter of the law 
considerably to make it fit. The Kalamazoo case is in point. 2 

As a matter of fact, the scope of school board powers is far "renter 
than most boards realize. In the studies of adaptability it was dis 
covered that adaptations are usually in actual operation for somethin" 
like 15 years before permissive legislation, if any, is passed. It is 
extremely unlikely that a court would declare illegal a policy that has 
been in operation over such a period. Why was the permissive le"E- 
lation passed then? Was it to reassure the undulv fearful ? One cun- 
not but wonder how many innovations are aborted because of the fear 
that they may be outside the school board’s power. What the writer 
i s suggesting is that the scope of power be not undulv delimited In- 
going to the state department or legal advisers. He surest s that the 
board and the superintendent are interpreters in their own right 
The analysis should include legislation enacted bv central a-ent - 

education 6 Tte ^ °° mmissi °" M «r the state biard 5 

n ’ SC0 P e legislative powers invested in such n<r Pn t . ; , 

usually narrow, but the resulting acts have the force o! Z " 

» *-"*» -POH. that 
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It should include, also, pertinent decisions of courts of last resort, 
often referred to in the state school codes. 

It is suggested that when this analysis has been made its salient 
points be made a part of the board’s rules and regulations, just as the 
constitutional provisions and pertinent court decisions are made a part 
of the state school code. The rules and regulations are the local dis- 
trict’s school code. This will be one safeguard against such incidents 
as the following: 

1. The superintendent did not know that the city charter educational provi- 
sions used as a basis for defending a complex and obnoxious system of fiscal con- 
trol had no standing in law. 

2. The people did not know that the state law gave them the power to change 
the number of members on a board that was too small. 

3. No one in the community knew that they had the power to add a junior 
college even though it was not mentioned in the statutes. 

4. The board of education believed that it was required by law to respond to 

suggestions of state inspectors. 

5. The board and the superintendent thought that no new action should be 
undertaken without checking with the state department to see whether it was legal. 
(Of course all the state department could do was to guess or refuse to advise. If 
it answered the question it was called dictatorial; if it refused, as it should— it was 
called pussyfooted. Something wrong here — it should not have been put on the 

spot.) 


BOARD RULES AND REGULATIONS 

An examination of a large number of sets of rules and regulations 
reveals that this problem of developing an “internal legal structure” 
as a setting for local school operation is in need of attention in many 
school districts. Accordingly the following rather extensive analysis 
is provided . 1 It begins with an analysis of the issues as they may well 
be developed by superintendent and board. Following this references 
are made to a set of regulations applying the principles evolved. The 
rules and regulations referred to are given as Appendix D. 


Scope of Powers 

Typically, the largest powers delegated by the state legislature fall 
into two groups. The chief holder of these delegated powers is the 
board of education. It enjoys wide discretionary powers with respect 
to the character of education. Supplementing the board of education 
is the local electorate, which is charged with the responsibility of deter- 
mining the personnel of this state agency (the local board), the 

' Chan XIX rocs into greater detail with respect to the legal and other prin- 
ciples involved i.Uhe general legal structure within which school systems operate 
and thus amplifies the treatment of principles which follows in this chapter 
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electorate may also be charged with the responsibility of deciding as 
to the amount of money to be raised by taxation either for capital 
outlay or for both capital outlay and current expense. In some states 
the responsibility of the financial meeting of the electorate goes some- 
what beyond this simple statement. The electorate may have the 
power to vote upon items of expenditure. It can thereby exercise 
rather detailed powers with respect to the scope and character of edu- 
cation. In other states it can vote only on the total amount to be 
raised, the discretion as to detail being left with the board of education. 
In addition, municipal authorities are usuallv instructed by law to pro- 
vide certain services such as the collection of taxes. It is important to 

remember that in carrying out these functions the agencies are acting 
as state agents. 

• j Til i- r i , as a cross section of the 

popu ation of the state m facing educational issues, will safeguard the 

interests of the state Legally, it is acting in the state’s interests, not 

solely m the locality s interests. Actual failure of localities to safe- 

guarc the state’s interests is probably the greatest reason for the growth 

,t7„ h , , P T ibiti0ns “ legislation passed by the legislature 

be strengthened and the trend toward increases in etate n^date 
prohibition, and regulation can be slowed down only by agencies of 

and not solely local agents. ’ 6 agents 

devwl C r f K Si0n “ the minds ° f many pe °P le is no doubt due to the 
device thereby in most states school board members are selected hv 

rtich bfb riCt f lect0rate ' That - but one dense of man ! 
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ment and in realizing the ideals back of that government for as many as possible 
of the persons making up each generation. They are the guardians of the state 
as well as agents of the state in realizing the promise to individuals that are 
expressed in such documents as the Declaration of Independence and the Federal 
Constitution. 

3. The school board must be large enough to provide balanced judgment and 

small enough to be an effective working group. 

4. The nature of education is such that the school board should represent the 
people directly, not indirectly as an agency of municipal government. 

5. Educational issues are so far-reaching and so different from those of munici- 
pal government that it is essential that they be kept separate. 

6. Since the educational program is a long-term program, provision must be 
made for stability by protecting the school board from sudden or impetuous 

overthrow. 


The assurance of balanced judgment argues for the largest number 
of persons who can work together effectively. Students of the problem 
favor a board of from five to nine with a strong preference for seven. 
They also favor an odd number to avoid the possibility of an evenly 
divided board. Five is considered too small by many because it is easy 
for a small clique to gain control. Nine is considered somewhat 
unwieldy. This narrows the favored number to seven. 

For the school board member to be able to think wisely with 
respect to education requires that he have a considerable period in 
which he can become acquainted with the complex mechanism of edu- 
cation. Acquiring, with the assistance of the superintendent of 
schools and others, an understanding of the educational objectives and 
practices in the community as a basis for independent judgment is one 
of the major responsibilities of a man or woman who accepts a place 
on the school board. There must be time for this period of growth and 
understanding and for reaping the fruits of it. Accordingly the term 
of a school board member should be long rather than short. With a 
board of seven members the length of term may well be seven years. 
This will mean a considerable extension in the terms of school boar 

members in most communities. . . 

To obtain stability, provision should be made for overlapping 

terms Preferably there should be an election of one school board 
member each year and, normally, no more than two in any one yean 
Changes in the complexion of the board could thus be achieved, but 
in case of community controversies there would be a coolmg-o > 

A community could determine the character of the schoo board but it 
would rarely have the power to change the character of the board in 

- be fr ft 

the municipal, state and federal election should he don . 
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devices are separate school elections, listing of board candidates on a 
separate ballot, and listing all candidates on all party tickets. This 
makes for clarification of the authority and responsibility of the elec- 
torate with regard to this important state concern. 

Note how the size of the board and details for election are dealt 
with in Article II of the Green Willows Code, Appendix D. 

Nature of School Board Powers 


It is clear from the above that the broad range of discretion neces- 
sary for the day-to-day operation of a complex enterprise such as the < 
schools is placed in the board of education. So far as the state law is 
concerned, the board of education may sit in an office in continuous 
session and decide upon every action to be taken in the school. They 
can, if they see fit, meet each morning and decide when school shall 
meet that morning, which teachers shall take which classes, what shall 
be taught that day, what rooms shall be swept and when, and at the 
end of the day may call in all employees and pay them for the day’s 

W , ‘ , Clearly under such a P lan of operation school board members 
wou d have no time to sleep, and schools would have real difficulty in 

S b , ng efficiently. At the other extreme, the board of education 
ight legally employ a superintendent of schools and delegate to him 

board’s S Zne eXCePt ^ SPeCified by IaW aS the board ’ s ^ the 

The fact is, school boards operate between these two extremes 
The problem for any given school board is to decide at just what point 

that ^ boZTof ed V6e t - ^ eXtl ' emeS ' State IaW usuaIly stipulates 

key are Wed only by the mandates, 
set up by the legislature and its central agents. 

School Board as a Legislative Body 

a school ?T„° f ‘ aW regulating the manner in which 

Ii§§ 
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action by a majority of a f th i ® regulations well require 
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announced, and a second action after the lapse of a month. This 
delay in action for passage or modification of mles and regulations is 
proposed on the principle that a legislative body should act deliber- 
ately ; that it does not sit continually in session at the beck and call of 
an administrative body; that law should be enacted deliberately and 
modified only after careful consideration ; that time should be allowed 
for appraising consequences (see Appendix D, Articles III, IV, and \ ). 


Problems from Dual Nature of Powers 

A school board in passing mles and regulations becomes a legislative 
body while it remains the administrative body for those matters not 
placed under law by its acts. This fact makes it of the greatest impor- 
tance that the school board recognize its dual nature. It must not 
invade the legislative domain as an administrative body simply 
because its personnel as an administrative body happens to coincide 

with its personnel as a lawmaking body. 

Failure to recognize this principle is the source of much confusion 

and grief in the operation of boards of education. Accordingly, the 
basic regulations may well provide a definition of the board’s intent to 
keep its functioning as an administrative body separate from its func- 
tioning as a legislative body. This intent may be expressed by a 
regulation providing, in effect, that when a regulation is passed by the 
board of education the act takes the subject of the regulation out of 
the hands of the board as an administrative body and automatically 
places it in the hands of the board’s chief administrative officer, the 
superintendent of schools. He then becomes charged with administer- 
ing the particular function as a ministerial agent of the board, reporting 
back to them from time to time the results of the administration of t ie 
regulation with recommendations, if he has any, for changes in the regu- 
lation to make it operate more justly or efficiently (see Appendix , 

Article V, Sec. 4-6). 


Application of Rules 

In making this statement llm board adopts as a principle that the 
application of a rule to individual cases is not a . matter of the bead s 
concern except as it collects upon the wisdom _of the ru e ttrff. Th 
can he strengthened by a regulation to the effect that the bo. 
not have the power to suspend its rules and regulations governing 
administration of the schools without unanimous consent of all "‘ embcr , 

pp,(c,!;“ Of any rule, it should repeal the rule and throw the function 
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back into the realm of board administration (see Appendix D Article 
V, Sec. 3). 

Failure to recognize this principle is another source of misunder- 
standing and difficulty in board action in American schools. In fact, 
much of the opposition to having codified rules comes from the con- 
flicts between the ministerial officer and the board’s own attempt to 
keep an administrative hand on the individual application of its rules 
Rules and regulations become a useful tool for the efficient operation 

of schools when their true nature is recognized by all concerned and the 
basic principles followed. 

It should be understood that in the violation of these principles 
boards are most often to blame. If a board violates a principle of ill 
own structure, there is little that an employee of the board can do about 
it except to comply with the board’s wishes, whatever the legal rights 
m the matter may be. It should therefore be a matter of board ethic, 

administrative PnnCiP ‘ eS 


School Board as an Administrative Body 

In theory, the superintendent of schools operates as a ministerial 
officer with respect to school board regulation, in the same mannm as 
e operates with respect to state law. His authority and responsi 
bility are fixed. He is answerable for his acts under the • • 

structure rather than to the lawmaking body. J ’ udlcial 

ith respect to those matters not made snhippf- r , l 
law, however, the superintendent of schools shm^ es the ad t + ^ 

the board of^ducatL w“ hi “educe t igaul h" T” * h,t 

for, the scope of administrative work is still i Z"* 

employees. ° St ° f thlS must be delegated to paid 

Formulation of Operational Plans 

tive 1 ^ Schools - chief execu- 

m the various areas. These plans he nr ° r ™ U a plans °f procedure 
for discussion and revision in the lierht^of 1 't ° 6 b ° ard ° f edu cation 

quently, by common « ^ vote fore fre- 

schools and the board agree together „ r n " 0rdS ’ ’i"' SUpermtend o“‘ of 
executive officer, has the responsibility for ct’sUeS 
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flexibility being permitted. As he moves along in the administration 
of the plan he makes it a point as a matter of prudence to keep the 
board informed as to any changes in the pattern of operation which he 
considers wise (see Appendix D, Article VI). 

On the other hand, members of the board of education themselves 
may from their own contacts with the community come to judge that 
the plan of procedure should be modified in some way or another, and 
this is brought to the attention of the board and superintendent for any 
action they see fit to take. Ease of change makes the plan adaptable. 


Administration of Operational Plans 


Provision for the general administration of the schools in this realm 
not covered by specific rule or regulation can be cared for by state- 
ments of policy that may or may not be included in the rules and 
regulations. These statements of policy may be quite general; for 
example, “the superintendent of schools shall have responsibility for 
the administration of the schools with the advice and consent of the 
board of education.” Or the field can be covered by more specific 
statements of policy, such as “the superintendent of schools shall have 
responsibility for the development of the course of study with the 
advice and consent of the board of education.” Such a statement 


leaves the extent of participation by others within the range of discre- 
tion of the superintendent. Recognition of the democracy principle 
may be made by some such statement as “the superintendent shall be 
responsible for the development of courses of study with the advice of 
the professional staff, parents, other members of the community, and 
the board of education, provided, however, that the final adoption 
of the course of study shall be upon specific approval of the board of 

education.” 

Such statements of policy may range from the highly specific to no 
more than an understanding of how the board of education shall carry 
on its administrative functions. They should be designed to free the 
board of education from administrative detail without taking its hand 
from the pulse of the schools. The superintendent and those working 
with him are given great responsibility and commensurate authority, 
but they are not made free and equal agents along with the board. 


Standing Committees 

The standing committee as a device for doing school board business 
is in bad repute among students of school administration. The reasons 
both historical and contemporary. The standing committee was 
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of prudential origin. It was established as a means of carrying on the 
administration of schools in that long period before the innovation of 
school superintendents. The board divided itself up into small com- 
mittees so that it could get the vast amount of administrative work 
done. Then, as employed administrative officers came into the pic- 
ture, there was a failure to realize that this step made the standing 
committees of the board unnecessary. Currently we have in many 
school systems, therefore, an uneconomical dual system of administra- 
tion administration by standing committees and administration by 
the superintendent of schools. This makes for duplication and multi- 
plies the busywork of the board to the extent that it seldom gets down 
to the kind of work on basic policy envisaged in the preceding section. 

Committee on Finance. Arguments are frequently made for the 
retention of the finance committee. It has served a useful purpose in 
simplifying the work of the board, particularly in those boards that 
must operate under antiquated state laws requiring board action on 
each voucher. These laws were developed prior to the invention of 
the budget as a control instrument and were for the purpose of assuring 
the prudential management of funds that the checks and balances of 
businesslike budgetary procedure and outside audit now care for bet- 
ter. Such budgetary procedure in public affairs is relatively new. As 
a matter of fact, there are still vestiges of the old types of control in 
most school codes, they may require the president of the board and 

take ° f , the b0 ^ rd . t0 ce u rtify each vcmcher - School boards should 
take leadership in having the law brought up to date so as to free the 

board president and clerk of this responsibility. Such communities 

have much to gam m freeing their boards from detailed administration 

As a matter of good practice, the justification for every expenditure 
should he either in the budget or in special action by the £oS ! 
mancial machinery can be set up for staff handling of all details 

ve 1 as the board and the community, can be safeguarded Plowed- 

Committee on Public Relations A 

of «■» ‘o is* 

fion of the budget. ^ mCreaSmg Slgmficance as more people share in the formula- 
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but with a small board it is hardly necessary. In place of it a provision 
for board meetings dedicated to the latter purpose would seem to be 
more effective (see Appendix D, Article III, Sec. 8). 

At first thought this would seem to be a rather large task for any 
group not giving their entire time to the work of public education. 
When it is realized, however, that the entire educational process 
derives its meaning from the two basic objectives of public education — 
(1) the protection of society and (2) the welfare of children — the task 
becomes simplified. It is not essential for the school board, for the 
members of the community at large, or for the classroom teachers, for 
that matter, to see every facet of the school system in minute detail 
in order to have the background of understanding that will assist in 
the formulation of sound judgment on individual matters of policy. 


These two basic principles arc reflected in four major educational pro- 
visions: (1) the curriculums and the scope of educational opportunities; 
(2) the provision for child study and guidance; (3) the administrative 
machinery; and (4) the provisions for broad participation on the part 
of public and staff in the formulation of the educational program. 

The time set aside for the study of education should be used to 


review the history of those large aspects of the educational program in 
the community as related to the developments in the state and nation 
at large. From the study and discussion of the evolution of these 
various phases of the educational program from their beginnings in the 
community, the members of the school board and those invited to sit 
with them will become aware of exactly what stage of the evolutionary 
process the community is now going through. Each of the facets of 
the school system will lose its static appearance. It will be seen as it 
really is— in its true state oT'sIow or rapid change. Its strong and weak 
points will become clear. When against this background of undei- 
standing, policy with respect to an aspect of this evolutionary program 
comes up for determination, it will more readily be assessed in terms 
of what it can contribute to the program in the community. There 
will be less danger of taking wrong steps that would limit rather than 
improve opportunities for children and the welfare of the state. 

It is not beyond the realm of possibility for the school board at 
least once in three years to cover the entire gamut of the educations 
program, if care is taken in selecting the subjects of study close to, 
rather I, ban far removed from, the objectives. That this is possible is 
r when it is realized that no matter in what detail we consider the 
educational program it never rises to any higher level than its objec- 
tives. The story of the educational program of the community can 
thus be written in 1 ,000 volumes, 100 volumes, 1 volume or in a single 
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sentence. The task of the school board is to choose the point along 
the scale where sufficient detail exists to give perspective without 
obscuring the objectives. 

Such a plan of study for school boards can be extended to an 
increasingly larger community group. Once this is done, decisions 
by the school board on detailed matters of policy will gain more and 
more significance to the community at large. Members of the com- 
munity who have participated will have more and more to contribute. 
They will grow in power to contribute helpfully, to advise as to the 
rate of evolution in the various phases of the educational program. 
They will use less of the pressure-group tactics that so often play up 
some dramatic and often unimportant aspect of educational policy to 
the disadvantage of more important matters. 


Since every year means the emerging of new school board members, 
the emerging of members of the community interested in public 
policy, and the maturing of teachers to an interest in education as 
public policy, and since every year means a shift in the scale of need 
to which the educational program of the community must be adjusted, 
this educational process must go on continually. The suggestion is 
not unreasonable that at least a third ol the school board meetings 
should be given over entirely to building of understanding on the part 
of the school board and to the sharing of this understanding with mem- 
bers of the community and the professional staff. 


By the same token, it is not unreasonable to consider the prepara- 
tion of materials for discussion groups as one of those tasks of the 
superintendent of schools that he cannot neglect with impunity any 
more than he can neglect the preparation of a budget or the employ- 
ment of teachers. If the school board is to be more than an inadequate 
substitute for trained executives, on the one hand, or a passive accepter 
of proposals from professional workers, on the other, there is no way to 
avoid such educational processes as those suggested above 

Committee on Law. Finally there is some support for a committee 
on law. Such a committee, working closely with the superintendent of 
schools and such other professional staff members as they might choose 
could perform two functions: first, to give continual consideration to 
the maintenance of the codification of the rules and regulations under 
which the school system works; and second, to keep an eye on develop 
ents in the state and national governments which affect the control 
powers and financial status of the local board of education State 
regulation is continually under consideration in the state capital" It 
could be the responsibility of such a committee to keep alert to the e 
developments and to recommend action by the boatd o" edui«on » 
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other bodies looking toward the maintenance and improvement of the 
control and financial structure under which the schools must operate. 

On the other hand, such a committee is probably superfluous. The 
adequacy of the local administrative code should be a matter of con- 
tinuous observation by the superintendent and board members alike. 
From time to time a committee might be set up to review the code, 
but a standing committee is hardly necessary for this (see Appendix D, 
Article IV, Sec. 11). The superintendent, through his state organiza- 
tion contacts, and the board, through its work with the state school 
board association if there be such, should have ample opportunity to 
perform this function without a standing committee. 

ADMINISTRATIVE PLANS 

Administrative Plans vs. Rules and Regulations 

It should be noted that in the above discussion the complete opera- 
tional scheme for a school system assumes more or less detailed opera- 
tional plans adopted as policy by the board but leaving wide discretion 
to administrative officers both as to the details of application and as to 
modification of the plans themselves. In the Green Willows Code, 
appearing in Appendix D, the following provision appears in the article 
on Administration: 

The superintendent of schools, after consultation with interested personnel, 
shall present to the board a plan for the administration of schools, setting out 
clearly the methods of procedure to be used in the formulation of the budget; 
for requisitioning and payment for supplies, equipment, and special services; 
etc. 1 

The rules then proceed to direct the superintendent to keep the 
plans on file for the inspection of staff, board, or public; to keep the 
board informed as to their operation. They also state that these plans 
are not subject to the same deliberateness of modification as the rules 
in the code — they arc administrative acts rather than legislative acts 

(see Appendix D, Article VI, Sec. 1, 2, 0-S). 

Clearly, in some districts it would be wise to place certain of these 
matters under board rule. These would be instances where com- 
munity or staff tension might make it undesirable to grant the super- 
intendent relatively wide discretionary power. Or it might be 
desirable to have board rules covering some aspect of an administra- 
tive plan, the rules to be incorporated in the plan. 

Every such administrative plan should be developed with due con- 
sideration of the purposes of education to be served, of the humanitar- 

1 For a complete statement see Appendix D, Article VI, Sec. 3. 
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ian, prudential, and tempo principles, and of past experience in the 
school district, and the evidence as reflected in the literature of the 
field. Each should be an example of balanced judgment. 


Administrative Discretion 


It was noted in the discussion of justice, flexibility, equality, and 
adaptability, particularly, that it is difficult to operate a school system 
effectively under greatly detailed rules and regulations. The diffi- 
culty arises from need of discretion and relative stability. This need 
varies, and the differentiation made here between legislative acts and 
administrative plans is a recognition of the need for variation in the 
scope of discretion and the facility of change. Rut the issue as to 
breadth of discretion arises with every rule as well as with every admin- 
istrative plan, and the variation in this respect from rule to rule and 
from administrative plan to administrative plan will be great. 

t The abmt y of a school system to operate in a setting of the various 
piinciples is so important that this matter of discretion is worthy of 
some additional attention. Rules and procedures should be drafted 
wherever feasible in terms of the principles involved, leaving broad 
discretion to administrators in their application. 

ihe amount of discretion needed wi 1 1 vary from subject to subject. 

For most rules individual administrators should be empowered to make 

exceptions. The exception-maker should be as close as possible to the 

people concerned, and everyone concerned should be informed that the 
powder to make exceptions exists. 


Particularly is this needed in large school systems to forestall the 

tendency of principals to “pass the buck” to the central office, realizing 

that in only rare instances will the individual actually take the issue 
to the central office. 


here are altogether too many state laws and city regulations giving 
to the state superintendent or to the city superintendent a sort of 
general power to make every decision. The state regulations of this 
ture are largely meaningless except as a sort of bluff. Hamilton and 
fort, m sizing up the situation with respect to state officers, say : 

fere^th e dT r r ^ t0 } nir[nge undu, y u P on individual rights or inter- 

r r ^ ^ ^ — -y vary, £ 

Too many local boards and superintendents take this sort of state 
ent as an excuse to pass the responsibility for some local act to -n™ 

3 Pow eriul person. The same thing seems to happen to a verv 
Hamilton and Mort, op. at., p. 69. 17 
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unhappy degree in large cities. Let the board’s rules and administra- 
tive plans make crystal clear that certain ultimate responsibilities for 
thinking are placed on school principals and subordinate administra- 
tors. When any such officer shows that he cannot exercise authority 
that most administrators carry successfully, the solution should be a 
change in job for him, not uniform rules for all. 

HOME RULE PATTERNS OF ORGANIZATION 

This is essentially suggesting that the home rule patterns that 
characterize to a great degree our state-local relationships be used more 
fully within local school systems; that they be substituted in some areas 
of administration for the line and staff relationship. The larger the 
school system, the more reasonable does this proposal seem to be. 


Large Cities vs. Small Districts 

The customary pattern of the local system is built into a relatively 
small community, where the board is less a local legislature and more 
a sharer in administration than is the case in large cities. Probably 
the home rule pattern should be utilized to some degree in all systems 
that have two or more schools. However this may be, it is certain 
that when a community gets much in excess of 100,000 people the 
exclusive use of line and staff theory of organization becomes restric- 
tive. As a result, the board itself ceases to be a check on the discretion 
it delegates. It is too remote. Local administration quotes it as a 
faraway power with its mind all made up and unchangeable. There 
appear to be two results: ultimate power is not delegated, and what ulti- 
mate power is delegated is in effect rejected by the local administrator 

Outline of Home Rule Pattern 

| low this can be corrected is a matter of conjecture. The following 
steps are worth considering: 

1. Placing a considerable degree of ultimate power in the hands of school 

principals by board legislation. ... . . 

2 Sett ing up an official local body of laymen (not limited to parents) or lay- 

h.,, 1 teachers who will have tl.o responsibility for defining policy for the given 
school or nrnnll group of schools. 1 

Publicizing to teachers, parents, pupils, and the public at large that these 
steps have been taken and what the defined range of powers is. 

This, it is believed, would provide “local” checks and balances that 
would prove of sufficient strength so that the ultimate discretionary 

■ There are probably other devices for achieving the desired result. Do some 

schools achieve it in appreciable degree through parents' associations, community 
forums, education week? Dun they be helped to achieve it more fully and 
avoid aw formal an arrangement iih that. HUggcwtocl hero? 
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powers prudently placed in the immediate community would become 
more and more significant. At the same time the provision would 
make for democracy, equality, justice, flexibility, and adaptability- 
all areas in which most if not all large cities and some of our large 
county school districts seem to suffer to some degree. 

Applications in Practice 

The idea is not entirely new. It is the plan by which the legislature 
carries out the major part of its constitutional responsibility for educa- 
tion the delegation of broad powers to school districts. Probably no 
city or county system is without a considerable degree of it. New 
York City has the vestigial remains of such a plan. The districts 
served by the 54 local boards are too large and do not seem ever to have 
been built into the functioning of the schools. However, some are 
quite active. A similar situation obtains in the communities of the 
Cape Province in South Africa. In the Indiana township plan, the 
ocal school director was maintained as a sort of overseer of the physical 
plant. The local boards in that majority of “school districts” of 
Delaware that do not levy a local tax continue to exercise a considerable 
range of powers. Local trustees in the Alabama county system have 
considerable power, including that of rejecting teachers selected for 
them. Some cities have followed the policy of making the school 

principal a sort of local “king,” a plan that has often been abused per- 
haps because of lack of local checks and balances. 

linellf S ff U ^f Sted is ^ the aching out of these exceptions to the 
line and staff theory. Once found they should be subjected to an 

analysis m terms of the home rule pattern with which we all are familiar 
sibH 6 Hdv 1 relatl0nshl P- Consideration should be given to pos- 

tr ibiufes of 

Discreet Use of Home Rule Pattern 

°h rs? h r " lread5 - - 

start over, iom ot ers, as the legislatures might well do if they could 
It is apparent that consideration should be given to th* 

surprising if a good numfcer of tC %£% * 


^ J1 
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accept the responsibility of a community “ superintendent of schools.” 
Such exceptions will leave the situation in the communities denied 
home rule no worse off than they are but will release powers in com- 
munities fitted to move forward. Since there are some indications 
that central administrative officers of large school districts tend to give 
an inordinate amount of their time to the backward areas to the neglect 
of the more dynamic ones, there would seem to be no great disturbance 
of central office work. 1 


Differentiation between Control and Finance 

Note that this calls for decentralization of control, not of taxing 
authority. Even with this limitation the indications are that the 
forces released through granting home rule to competent communities 
would result in greater returns. Studies of educational returns show 
that within a given expenditure level there are great differences to be 
accounted for by staff and community influences- — particularly where 
the communities compared are operating under home rule. 

There is a possibility, of course, that we need some decentralization 
of money-raising authority. The only objection to this is the pruden- 
tial one that communities that could provide a good program by taxing 
themselves would oppose city-wide or county-wide taxes. However, 
perhaps t his could be met by setting a limit such as no more than 10 
per cent in excess of the city or county-wide tax. In almost any city 
or county, north, south, cast, or west, this would open the way to a 
lighthouse level of support considerably above the city as a whole. 2 

In support of this revolutionary suggestion, attention is called to 
the fact that if New York City had extended its boundaries another 
twenty-five miles, approximately half of America’s lighthouse school 
systems would not now be in existence. The present-day lighthouse 
communities are the fruits of the failure of universal application ot the 
type of school dist rict consolidation that resulted ill the massive school 
districts of American cities. 


SUMMARY 

School administrators should search through the laws and court 
decisions to determine the metes and bounds of the powers of the 
school district in which they work. In so doing it should bo held in 
mind that, the interpretation of the law is primarily a matter between 

local authorities and the courts. 

i C/iM-iiib, Francois 8., Centralization or Decentralization , p. 98, Now York: 
Hurcnu of Publications, Teachers College, Columbia University, 1940. 

1 Some such idea is incorporated in tho Alabama county unit law. 
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The scope of school-district powers should be included in the board 
rules and regulations. 

The number and length of terms of school boards is a matter to be 
appraised in terms of all the principles. 

The board rules and regulations should provide simple machinery 
for board action. They should recognize the difference in the board’s 
legislative functions and its administrative functions. Matters involv- 
ing a minimum of discretion should be made board law; other matters 
should be operated according to less formal administrative plans. 

The need for administrative discretion to promote flexibility 
adaptability, equality, and justice should be an ever-present considera- 
tion in the formulation of administrative machinery. It should be 

balanced against the ability of administrators under the local circum- 
stances to exercise discretion. 


In large city districts and in county school systems boards of educa- 

hon should give consideration to the possibility of delegating power 

to local operating units on the home rule principle as well as on the line 
and start principle. 




a, J- Criticize the foregoing chapter as an exercise in balanced judgment AddIv 

of the common-sense principles. A * or a PP ilca tions 

3 po “e z“z c rtr; h mo * det *i w ° f 

the Green Willows Code in this respect with some set of mt^nd Teg iiationr-dh 

and'diJadva^tag^of^dm^^strative^sci^tlon 8 * ^ ^ ° f the advant ^ es 

(N^r^r-t=^rr of “ ideal — — 

loci rtSS. functions ot a 

functions of the school administrator Same 6Xercise 111 reference to the 

administrator ?° U ’ d b ' ““ b '»»■ board ,„d the chiet 

Defmdw 

.0 conform to your ideas without too great vine, 
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CHAPTER XIX 

THE LEGAL STRUCTURE 


In Chap. XVIII it is recommended that those concerned with the 
administration of local school systems chart the metes and bounds of 
the powers of the school district. This involves the reading of the state 
school code and constitutional provisions and the examination of 
decisions of courts of last resort. Unhappily, it is not simplv a matter 
of reading as one might read the instructions for operating some 
gadget. The written law must be illuminated both by an understand- 
ing of education and its purposes and by some understanding of Wal 
theory. The legal theory in turn is an attempt on the part of lemil 
minds to fit our governmental structure into our culture. Accordingly 
the basic principles dealt with in this book have a bearing on the inter- 
pretation of the status of legal theory itself and in judging its aptness 
It is the purpose of this chapter to examine some of the major 

— 7 f statutor y law and legal theory that play an important 
part in determining the meaning of the statutes. The principles con- 
sidered are the following: 1 

1. The legal fact that education is a state function 

reside in 1 SST®* “ h “‘ * — “»Uh„„,d 

home rule. "“‘’"•‘"P »f home ,„ie and ,h e leg„l stat „ 8 

with ‘ PP ““ I °' re “ li<, ” hi P «' “hool government 

: s asss 
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education a state function 


groups rather than as local aro Peiatl ° n lies witil tlle People as state 

tnan as local groups or as a national group. This would 

299 



300 


PRINCIPLES OF SCHOOL ADMINISTRATION 


be much more easily understood if we operated our schools in state 
units as they do in the Union of South Africa. In such systems there 
can be no confusion. The provincial legislative body is the school 
board. The provincial superintendent is the school superintendent. 
Teachers are employed and assigned and paid from the central office. 
Each province operates in very much the same manner as a large city 
school system in the United States. 


Origin of Confusion 

The confusion in America arises from the fact that to a very large 
degree our schools are locally operated; that is, they are operated by 
the communities themselves through their school boards, and the 
people locally have a wade range within which they can decide what is 
to be done. On the surface this appears to be a legal conflict between 
the assignment of authority and responsibility in the state and the 
actual exercise of authority locally, with emphasis on the political 
(I ( an ocracy p r i n ci pie . 

In observing the practices of school districts it is often difficult to 
see on the surface, at least, that they are different from municipal 
government. The chief dilferencc is that the local school district and 
its organization is a creature of all the people of the state. The powers 
to make decisions arc powers to make decisions for all the people of the 
stater as applied to the community, and the decisions have all the force 
of st ate decisions. 

The nature of cases in which court decisions have established the 
legal fact that education is a state function throws light on the dis- 
tinction. Some of these cases arose from con Diets between school 
districts and coterminous municipalities. One of the clarifying cases 
was brought by the municipality of St. Louis against the St. Louis 
school board. The school board was brought into court for failing to 
follow the municipal building coder. The court ruled in this instance 
that the school board was not subject to the municipal building code 
but rather, was subject to the state building code. When it was 
pointed out that there was no state building code, the court rejoined 
that since the decision with respect to building construction had been 
left to the local school districts, whatever decision had been made by 
the local school district was in fact a state decision and therefore took 
precedence over the municipal code. In other words, whatever action 
was taken by the city board of education within its range of powers 

was state action for the schools of St. Louis. 

The contrast between school government and municipal govein- 
inent is brought out clearly by the fact that schools, even in cities, are 
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operated almost entirely under general legislation while city govern- 
ment is typically established by individual charters. The author 
recently examined the charters for all the cities in an Eastern state. 
He was astounded at the paucity of reference to education even though 
education was referred to as the “ educational department,” presum- 
ably of the municipal government. The references were limited to 
method of election of the school board and the method of passing on 
the budget (in lump sum rather than in detail as in the case of the 
strictly “municipal” departments). The lesson from this is that 
each school system must be thought of as operating in a general setting 
established by the legislature. The legislature is a state school board. 
The state department of education is an executive agent of that state 
school board; the state board of education is a sort of subcommittee 
with power to act usually in strictly defined areas. 

No school district, large city, or village exists by and of itself. It is 
part and parcel of the system that ramifies throughout the state. 


Powers of Central Officers 

It is helpful to be clear on this conception because the principle of 
education as a state function is often misinterpreted. Frequently it is 
cited as an excuse for some act of domination of an officer of the state 
department of education over a local community. As a matter of fact 
there is nothing m the principle that gives to the central officer anv 
specific power. His powers, like those of the school district, are of 
legal origin (usually statutory) and subject to judicial review In cer- 
tain matters central officers are given powers to make decisions* in 

under ’this tl f* ^ g ‘T ^ disCretion * Neither is justified 

Both h ? T P 6 m encroachm g upon the powers of the other 

coordinate T ^ With ^ to th “ e P—». they are 

D0 J° areaS T hioh the cent ™l officer is not specifically given 
rr s i of our si *T T n adViS ° ry Capacity ' As a “■“‘or of fact! 

nitio! fo/tbl u- , v ey SerV6 aS ageIlc,es f or the collection of infor- 
system' ?££ 

discretion yfith respect to the setting jp of staXd! 

the commissioner certamge'neral *° ^ 
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they serve in a purely advisory capacity, but only a few of them are so 
staffed as to permit of any extensive advisory service. 

Chart of Legal Status 

Figure 4 shows these relationships. It shows here that the ulti- 
mate authority legally lies with the people of the state. They work 



Flow of authority ; 

Influence- public opinion 
Service or leadership 

Fio. 4. — The legal statue of publio education, 


first through the state constitution and then through the central 
agencies: the courts and the legislature. Certain functions may actu- 
ally be placed in the state department of education by constitutional 
action. Such functions are free from legislative interference. Sub- 
ject to such limitations as are set in the constitution, the legislature 

proceeds to organize the school system. 

It will be noted that a line runs from the legislature direotly down 

to the sohool districts, the school districts themselves being oreatures 
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and direct agents of the legislature. Legislative action having to do 
with the operation of the schools clears through the state department 
of education. In all legislation the courts have the final word to 
say. Therefore, there is a direct line from the courts to the schools. 
There might well be an arrow leading up from the state depart- 
ment to the legislature. This represents the state department’s 
advisory service to the legislature which may result in legislation 
directly affecting the structure of the school system or the operation 
of the schools. Many state departments of education have functions 
not related to the public school system: for example, the responsibility 
for the censoring of moving pictures as illustrated by Ohio, New 
York, and Pennsylvania; and the power to license various types 

of professional and vocational workers illustrated by New York and 
Pennsylvania. 

Running down from the state department to the schools there are 
wo types of relationship. The enforcement powers coming in at the 
top represent those areas in which the central agent has been assigned 
specific powers. The lines running into the side of the rectangle indi- 
cating the school districts represent the work that is done by the state 
department in the certification of teachers, the computation of state 
(structural maintenance service), and the advisory service In 

T te t partment of education is not superior to the 
sti lets but, rather, acts as a service agency. When ad-ice 

given under the stimulative advisory service is taken as an order it is 
state function/ US1 ° n * ‘ he principle “^catton is a 

This principle sometimes is invoked in support of proposals to 
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staff, and the formulation of the general character of the curriculum are 
carried on, but the culture of the community from which children are 
drawn each morning and which is reflected in the human relationship 
habits of pupils and teachers is of tremendous importance in setting 
the patterns of human relationship that make up the school. For the 
vast mass of detail that goes to set the character of a school, both state 
officers and local administrative officers operate, if at all, by persuasion 
rather than by power. Taking all forces into consideration, Fig. 5 


THE PEOPLE OF THE STATE 
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The School : A Pattern of Human i 
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Lines of influence 

Fro. 6. — State and public influence on the school 



seems to be nearer the truth than Fig. 4. At least it is salutary for an 
administrator to look at schools from the angle of Fig. 5 from time to 
time so that he can be safeguarded from too much dependence on the 

somewhat unrealistic legal theory. 

In support of the idea that a vast amount of what goes into the 

molding of the character of a school does not flow from the board of 
education or the state department, Westby’s findings may be cited. 
He asked certain high-school principals and field superintendents m 
charge of elementary schools in a large city to indicate which of 101 
specific things in a sampling of school practices they would be able to 
do without central office approval. The high-school principals mdi- 
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cated that they had discretion over 89 of the items in their list; tin; 
superintendents that they had discretion over 95. 1 

In further support may be cited the practice of the court s in keeping 
their ears to the ground of public opinion while reading the statutes. 
Note, for example, the building up by the courts of what is practi- 
cally home rule over curriculum, legal theory to the contrary not- 
withstanding. There is a splendid lesson in this for school boards and 
administrators. 

Legal Theory and State Aid 

The principle as sometimes invoked has demanded that- the state 
legislature provide funds for the equalization of the burden of school 
support. Here again there seems to be nothing in the legal concept, 
per se, which favors central taxation for support as opposed to local 
taxation. If local taxation works satisfactorily it is still a satisfac- 
tory means of exercising the state’s educational function. If it does 
not worlc satisfactorily, it is the responsibility of the legislature to 
establish a system of financing that will operate satisfactorily The 
principle places the responsibility upon the legislature. It does nut 
per se, favor either central support or local support. 

A wholesome point of view is to consider both central and local 
agents Estate- agents. It then, in the long run, becomes a nnttter o, 

xsss sx 

hon; the state m. y inteifere 
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that education is a state function denies this. Obviously the school 
district as a structural unit is a creature of the state, not of the com- 
munity. Local initiative does not begin until the structure is estab- 
lished. Local initiative exists only within the structure. The power 
to change school districts is therefore fundamentally a power of the 
creating agent, not a matter of local initiative. 

This point is aptly stated as follows: 

It should not be forgotten that more fundamental even than the right of 
local legislative bodies to determine the amount of money that shall be spent 
for a particular purpose is the right of citizens to force rebuilding of the struc- 
ture of their government when it has collapsed ... 1 

Finer states it even more forcefully: 


In all these three factors (area, executive freedom and time, place, and 
technological factors) the locality is not a rigid and final dispensation with 
inherent rights to a continued, unchangeable existence; it is an elastic institu- 
tion, properly responding even when against the will of many of its citizens 
to the necessities of a dynamic civilization. - 


The slow elimination of inadequate districts in the past can be laid 
in no small degree to this failure to see that the district is a creature 
of the state and that the power to change is by its nature a central 
function. This confusion has resulted in the passing of laws in most 
states permitting the people of an inadequate system to control the 
reorganization of their districts. It is of interest that in the only two 
Northern states that have universally attained large units — the states 
of Utah and West Virginia— the power to change districts was not left 
in the hands of the people of the districts, but rather in the hands of the 
county board of supervisors, in the first instance, and in the hands of 
the legislature in the other. The existence of such laws indicates that 
the people of most states have not taken interest in the important 
question of district organization but have tended to allow the state 
laws to be drafted in accordance with the wishes ot those who had a 


selfish interest in the continuance of the present program. 

This point applies to the reorganization of city districts as well as 
rural districts. Representatives of the cities have played too small a 
part in the reorganization of rural districts. Representatives of the 
rural districts have played too small a part in considering the need for 
change in the system of school government in their cities. As a result 

1 “Home Rule a Mockery in New York State/’ National Municipal Review , 


Vol. 22, pp. 4-7, Jan. 1933. 

2 Finer, Herman, English Local Government , p. 
University Press, 1934. 


17, New York: Columbia 
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we have vast numbers of inadequate rural districts and an antiquated 

system of controlling education (fiscal dependence) in many cities. 

The realization that the structure of the school system is a central and 

not a local function should go far in helping to correct the present 
intolerable conditions. 


Legal Status of Home Rule 

The loose thinking on district organization is doubtless partly due 
to a rather widely held misconception of home rule. Vast numbers of 
people do not look upon their schools as part of a state svstem. They 
think of action of the legislature as an invasion of their redds How- 
ever bad it may be, it is not this. They have a mistakimnof ion that 
local government, like state and national government, has the people 
for an independent foundation. The federal government, is a govern- 
ment of all the people, utilizing the states for convenience, but actually 
resting upon the people themselves. The state government is a struc- 
ture that reaches down to the same foundation as the federal govern- 
ment, but the supports are its own. Local governments, on the other 
hand, exist by the sufferance of the state government, Legallv they 
have no independent support but are suspended from the state stnu- 
ure. When we say that education is a state function, however we 

th°rr y i t a ! ed r catl0n has 110 mdependcnt locaI support but rather 
that school districts are subdivisions of the state structure. 

' In a so ™ ew hat different sense municipal government is also depend- 
nt upon the state It may be given a wide range of discretion as to 
the activities it will undertake, but this power derives from the state 
and not from the people locally. So it is not the principle that edud 
tion is a state function that denies the validity of the widely held 
s umptmn that there are such things as fundamental local rio-hts 
Municipal government is chartered by the state; local school dit 
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flexibility, and prudence. As such it is a way of doing the job demo- 
cratically. It is a way we like to do things, but, legally, both school 
districts and municipalities can only exercise powers specified or 
implied by law. This is paramount to saying that home rule does not 
spring from fundamental rights. This is quite different from the 
structural pattern that formerly prevailed in certain European coun- 
tries according to which municipalities were permitted to exercise any 
powers not denied them by law. In a sense, before the First World 
War, the German municipality in relation to the state paralleled the 
relation of our states to the federal government. 

Interestingly enough, the scope of leeway of the local school dis- 
tricts has not been uniformly interpreted by the courts. In the most 
important aspect of the work of the curriculum the courts have given 
local school districts practically a free rein so long as they comply with 
specific mandates as to what they must offer and what they may not 
offer. This is quite in contrast with the leeway on taxation, in which 
field the courts have ruled that there are no implied powers whatever. 
In between these two extremes — practically complete discretion with 
respect to curriculum and no discretion with respect to taxation — 
there are various gradations with respect to the scope of discretion. 
For example, in the provision of transportation the courts have recog- 
nized a minimum of discretion, whereas in the matter of utilization of 
school property the courts have allowed wide but by no means complete 
discretion. 


Weaknesses from No Legal Home Rule Status 


The question may seriously be raised as to whether or not this legal 
structure is a retarding influence. Perhaps there is something in this 
widespread belief in a sort of local sovereignty that should be recog- 
nized in our legal structure. This question becomes particularly 
pertinent when we study the means by which school systems adapt 
themselves to changing needs. Much of the advancement in public 
education has come from the assumption on the part of localities that 
some proposed new activity was good and that they had the right to 


tax themselves to support it. Thus came into our schools the public 
high school and the superintendent of schools. Strictly interpreted by 
a central officer, many activities in their first introductions in the 
schools would be considered outside the scope of powers specified or 
implied in the law. Our lack of thoroughgoing inspection has proba- 
bly permitted many new adaptations to go through their experimental 
period and become so well established before they officially came to the 
attention of an officer empowered to question their legality that the 
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reviewing officer hesitated to denounce them. As in the Kalamazoo 

case, which established the legality of public high schools in Michigan 

t e courts found it easy to discover implied powers in the law that a 

state administrative officer at an earlier state of the adaptation might 
have hesitated to invoke. 

Such activities are quite generally safeguarded now by the fact 
that new activities engaged upon are not customarily questioned by 
central officers but are allowed to go forward unless some taxpayer 
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for the authors of the historical arguments that McBain, one of the 
most exacting American scholars who have dealt with the problem, 
called “a thin tissue of legal sophistication.” McBain’s summary of 
the historical arguments is as follows: 

That municipal corporations in England were of common law origin, that 
their charters were a confirmation of existing rights and not a grant of wholly 
new rights; and that municipal corporations in the United States, being a 
development from similar institutions in England, must be conceived to be of 
similar origin. 

That the institutional history of the American colonies discloses the fact 
that organized local governments either antedated organized central govern- 
ments or that the two were synchronously established and ran parallel with 
each other; and that in consequence the “rights” of local government cannot 
be said to have sprung from the central government. 

That at the time of the framing of the first state constitutions a system of 
local self-government was thoroughly understood and tolerably uniform; that 
these constitutions were framed with this system in view and with the expecta- 
tion of its continuous existence. 

That the right of local self-government is one of those rights embraced 
within the well-known reserve clause of constitutional bills of rights which 
declares that “this enumeration of rights shall not be construed to impair or 
deny others retained by the people .” 1 

His appraisal of them is summed up as follows: 

It seems reasonable to conclude that every one of the four arguments that 
have been advanced in support of the doctrine of an inherent right of local 
self-government is fatally defective in character. However salutary the appli- 
cation of such a doctrine might have been in the course of the evolution of 
relations between state legislatures and municipal corporations in the United 
States, it seems clear that upon careful analysis the entire line of reasoning 
by which it has been sought to be sustained is resolved into a thin tissue of 
legal sophistication . 2 

From the standpoint of legal logic the writer would not presume to 
cpiestiori this. From the standpoint of what would be best for the 
educational system in the years ahead, we are at least permitted to 
speculate since the law, after all, is the creature of society. Seeking 
to justify home rule by historical argument is doubtless a form of 
rationalization. We may reject the argument and still see the possi- 
bility that there were practical conditions stimulating thinkers to 
marshal them. To one interested in the pragmatic test, the historical 

1 McLain, Howard Lick, “The Doctrine of an Inherent Right of Local Self- 
government,” Columbia Law Review , Mar. and Apr., 1016, pp. 190-216, 299-300. 

2 Ibid., v. 315. 
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argument appears to be the result of an attempt to answer the legal 
purist on his own ground. 

Here are a few arguments for the delectation of the reader if not 
for his enlightenment. ’ 

Robson gives a cogent reason for maintaining broad local powers: 

Above all, they (communities) need to be made to feel free, and not subject 
to the cramping restrictions of a legal principle quite unsuited to the require- 
ments of modern local government looming in the background like a giant 
shadow. This principle of ultra vires often exerts a depressing influence over 
even those activities for which express permission has now been granted 
How otherwise can we explain the fact that in Germany the municipality 
is very often the focusing point of all that is most valuable in the cultural life 
of he community? That in the sphere of music, the drama, opera, picture 
galleries, and museums the municipality exerts a vital influence for good? 

. ? 11S 1S 41 the ada P tabi lity argument. It is such arguments that 
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establish its own policies without interference from the other. Typi- 
cally, this has not been taken to the point of setting up two separate 
tax-collection agencies, but even this degree of differentiation is fol- 
lowed in some instances. More commonly, the board of education 
certifies to the municipal government tax-collecting agency the amount 
of taxes to be levied, and the tax-collecting agency levies the taxes, 
collects the funds, and turns them over to the board of education. 

According to a second plan of procedure, a third body is set up as 
a reviewing body and is given power to pass upon both the educational 
and municipal budgets. 

A third arrangement is to give the municipal government power 
to pass upon the educational budget, thus subordinating the educa- 
tional system in greater or less degree to the position of a department 
in the municipal government. No example is known of the other 
possibility — to give the board of education power to pass upon the 
municipal government. 

Often the existence of the final budgetary-reviewing body or the 
subordination of the school budget to municipal authorities comes as a 
result of a general property tax limitation. Where such a tax limita- 
tion exists it is necessary for someone to decide how the available 
funds shall be divided. This can be done by the state through the ear- 
marking of part of the limit to the school board and part to the munici- 
pal government. This is followed in certain communities in Rhode 
Island. It may be done by the budgetary-reviewing body, as in the 
case of Oklahoma, Ohio, and the larger communities in New Jersey, or 
it may be done by giving the power of making the division to one of 
the two agencies concerned, as has already been noted. Wherever this 
plan lias been followed the decision has been given to the municipal 
agency rather than to the state agency — the board of education. 

This great variety of practice shows that there has been no single 
structural plan which has appealed to the people or to the courts as 
uniformly being the soundest. It is interesting, however, that in cer- 
tain states the courts have decided that, even when the law gives the 
power to decide upon budgets to a reviewing body, such law is in con- 
flict with the basic structural design sufficiently to justify the declara- 
tion that it is null and void. Such cases have arisen particularly in 
Kentucky and Connecticut. 

It is of interest to look at this phase of structure as still in an 
(wolutionary stage, away from the town-meeting control of a simpler 
era. Wherever control was originally in the town meeting, the people 
voting directly on matters of policy could express their will on munici- 
nal matters as they saw lit and could express their will on educational 
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matters as they saw fit. While they were probably rarely if ever con- 
scious of a transition from one structural frame of reference to another, 
they were in the former case really operating as a municipal govern- 
ment and m the latter case as a state agency. As the more representa- 
tive forms of organization were required by increased population, various 
ways of meeting the problem were faced. Municipal functions may 
have been divided among two or more boards with independent taxing 
power or, as it developed more commonly, all the municipal functions 
were placed in a single governmental body. Almost universally how- 
e\ er, public education was placed under a separate board. Then came 

the various arrangements for adjusting the critical financial functions 

briefly outlined above. 

Commonly we throw all the arrangements into two classifications- 
fiscal independence or fiscal dependence. As a matter of fact in 

merits thZh™ ^ S * mple dichotom y- The various arrangc- 

n ents that have developed may be scattered along a scale with com- 

he otheT! mdependenCe at 0ne end and complete fiscal dependence at 
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according to finance and control plans considered defensible in terms of 
those considerations determining each. In other words, insofar as 
the relation of the local agent and the central agent are concerned, the 
consideration of control is separable from the consideration of finance. 

Accordingly, we may say that finance and control are independent 
of each other except insofar as they are affected by common deter- 
minants. To have control dependent upon finance is to deny the 
allocation of any large degree of control to school districts since 
economic conditions demand a marked degree of central finance. This 
is quite contrary to the notion pretty generally held that if the local 
district finances it can control, or if funds are raised by central agencies, 
central administrative agencies thereby automatically should be given 
the power to control. To oppose this point of view is not to say that 
those who finance do not control, for any division of finance between 
central and local agencies is simply an allocation within a given unit — 
the state school system. 


Proponents of Nonseparability 

To many students of the problem it does not appear this simple. 
Some assume that the governmental level that collects will inevitably 
control. Their argument is a pure and simple statement of this belief 
made in the face of extensive evidence to the contrary . 1 Such is the 
following statement by Brownlow: 

It is fundamentally true that the essential control of the administrative 
process is in the hands of him who holds the purse strings, and the vicissitudes 
of public finance during the past five years have completely altered the rela- 
tionships of local, state, and federal governments with regard to poor relief. 2 

The Simple Truth of History . No less a body than the National Tax 
Association is on record with respect to this “simple truth of history l 


It is observable also that little attention has so far been given to the simple 
truth of history, that the power controlling the purse in the long run controls 


other things. Those who believe that a federal form of government is neces- 
sary for a country its large and as diverse in interests and conditions as the 
United States should not forget that increased economy and eiliciency may be 
purchased at too great a price if the states are made in great degree dependent 
upon the Federal Government for the collection and distribution, whether by 
subventions, credits, or otherwise, of the revenue upon which they depend. 3 


1 See M out, Paul It., Federal Support for Public Education , op. at ., pp. 3 5. 

2 Brownlow, Louis, “City Halls to Capitols,” State Government , Vol. VIII, 

pp. 27-30, Feb., 1935. 

8 National Tax Association, SecoTid Report on a Plan of a Model System of stale 
and Local Taxation , pp. 00-07, Washington, D.C.: National Tax Association, 1933. 
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Th- e Prudential Argument. Other writers rest the case on the pru- 
dential argument. Whatever history may say with respect to inevita- 
bleness of control following support, they believe it should follow 
support Usually such persons are not content to leave the result to 
t eir alleged natural law.. They want the control in the bond itself, 
typical of this point of view is that expressed by Newcomer: 

If state revenues are to be returned to the local districts it is desirable 
that some control should be exercised. For if these funds are not apportioned 
according to local need there is a very real danger that some munkipahfe 
espeml y those whose local revenues are adequate, will spend the state funds 
arelessly, since these are revenues for which the local officials are not account- 
a e to the local taxpayer. It is important, therefore, to hold these officials 

I T, h , bf te ' T " iS ,or «* » »f subventions ratheftha, 

the distribution of the proceeds of specific taxes, since the amount of the sub 
vention can be adjusted better to local needs. 
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care as the recipient exercises in spending money raised by its own taxes 
collected from its own people. 1 / 

Corporation Experience. There are also attempts to read into the 
interdependent relationship of state and local agents in a single state 
system principles that have been accepted in dealing with separate 
financial entities such as corporations. A suggestion made by the 
Regents Inquiry Commission appears to have this origin: 

Wherever the state-supported proportion rises to 50 per cent or above, or 
to $160 per pupil, it seems desirable to introduce the possibility of a state veto 
to protect the interests of the state taxpayer who is, under such conditions, 
actually meeting a major part of the local costs. 2 

Signs of Uncertainty. But not all students of the problem have 
been satisfied with these arguments. Even though Newcomer, on 
occasion, uses the prudential argument as a sole premise, at other times 
she is plainly seeking for more adequate criteria. The following is 
illustrative: 

The necessary outcome of this unequal distribution of revenues and 
expenditures is that the state must subsidize the local divisions or take over 
their functions, and it would be unfortunate if state governments, backed by 
lucrative income and corporation taxes, should take over local functions, not 
because the local governments have failed to perform these functions well, 
but because the local governments cannot pay. We congratulate ourselves 
on the state school systems which are replacing the varied educational stand- 
ards fostered by local independence; we watch with complacency while the 
network of state and national highways spreads; but those who believe with 
Viscount Bryce that local self-government is the “school of democracy ■” can- 
not but deplore the increasing interference by central authorities in hitherto 
important local functions. When a function becomes of more than local con- 
cern it is essential that the state should at least control the performance of that 
function. There is a chance, however, that the state will interfere unneces- 
sarily; because some educational reformers are impatient of the slow progress 
made by parsimonious country school boards; or because an occasional 
motorist, on crossing a county line, is irritated by the abrupt change from 
smooth pavements to ruts and mu dholes. And if the state absorbs functions 
which the local governments can administer to everyone’s satisfaction, merely 
because the state is in a better position to pay the bill, the desirability of the 

change is even more doubtful. 3 


1 National Tax Association, op. cii. p. 67. 

2 Gui.K'K, Lutiiku 1L, Education for American Life , General Report of the 
Regents’ Inquiry, p. 152, New York: McGraw-llill Book Company, Inc., 1938. 

3 N k woo Mini, op. cii., p. 6. 
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. Simiiariy, the following statements from Hutchinson indicate a 
willingness to senrch for more pertinent criterion 

It might be more efficient to transfer some of these functions to the state 

for administration, in which case the jurisdiction which is most efficient in 

co lecting the newer taxes would also be responsible for carrying out the 

increasing expenditures which are necessary. To transfer the expenditures 

merely because of inability to pay the bills seems to be a doubtful solution 

and it can hardly be upheld if the political impracticability of it is considered’ 

while so many people believe with Mr. Bryce that "local government is the 
school of democracy.” 1 8 1 18 inc 

Usually however the state-administered taxes replace some source of 
taxation taken from the locality. Further, the method lends itself to more 
and more state supervision, through reapportionment of the revenue accord- 

suf ? Btates idea . of need and through the establishment of minimum 
standards for the function for which the monev o-ivpn if * , 
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opinion or consent of a distant and irresponsible body has to be obtained? 
Even where the institutions of local self-government have been imperfect, 
we have seen that progress has been made, and vast improvements worked 
out, by the energies of individuals. But when every proposition has to be 
submitted to a body unconnected with the interests of the spot, necessarily 
guided by certain speculative opinions, every individual energy and effort is 
most effectually chilled and discouraged. In no free country can the happiness 
or welfare of the community, or of a large number of the community, be 
allowed to depend upon the personal character of the individual w T ho happens 
to be at the head of, or to have paramount influence in, any department. No 
man can call himself a “ law-worth ” man if the form which a particular branch 
of law shall assume can ever depend on the character of one or two men to 
whom its administration is entrusted. The “golden and straight metwand 
of the law” is a thing durable, changeless, and secure: the “incertain and 
crooked cord of discretion ” is liable to every accident; unsafe, and unreliable, 
even for an hour. 1 


How It Adds Up 

The present writer rejects the historical argument as inaccurate, 
the prudential argument as not sufficiently broad, although worthy of 
consideration insofar as it can be supported by empirical evidence in 
the field of education, and the private enterprise argument as dis- 
cordant with the structural pattern of American public education. He 
holds with Hutchinson and Newcomer that the considerations are 
greatly varied, and from the considerations of the structural pattein 
of American education, concludes that Perchot and Smith are nearest 
the truth of the matter. In brief, he concludes that for public 
education the allocation of finance and control must be detei mined 
by independent considerations that will take into account not only 
prudence but all the other basic principles. 


Need for Alertness 

The notion that finance and control are not separable is so wide- 
spread in the public mind that educational workers must keep ever on 
the alert to safeguard public education from the results of it. We must 
keep in mind that to increase central support is no reason per se for 
increasing central control. The problem of determining a desirable 
pattern of control is not the simple one of counting the number of 

dollars raised by state-wide taxes. 

The same problem arises when we consider federal support. If the 

people should decide to use their federal tax-collecting agencies m 

1 Smith, J. Toulmw, Government by Commissions Illegal and 1 ernicious , 
London: S. Sweet, 1849, 380 p. 
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oi dei to obtain funds for some greater educational opportunity among 
the states, it does not follow that they must exercise a greater control 
through federal agencies. It might prove entirely defensible to pro- 
vide for a large proportion of the support of public education to come 
from fedeially collected funds and at the same time to provide for the 

control of those funds through the state agencies of the people central 
and local. 

This is not an argument against centralization of control either in 
the state or federal government. It is simply an argument against a 
shift m control based on irrelevant issues. If the welfare of the schools 
all things considered, can be better served by central control either in 
the state or federal government, we should face the question squarely 
but face it as a problem of determining a pattern of control that will be 
efficient We should not try to allocate control on some mathematical 
basis m terms of the relative fractions of our taxpayer dollars collected 
by our federal agents, our state agents, and our local agents 


COURTS AND STRUCTURE 

The courts play a very significant part in the evolution of the 
structuial pattern of education. Where there is a question of the 
meaning of a law, the courts ultimately decide. Where there is a 
q estion of constitutionality, the courts decide. Where there is a 
question of conflict between individuals and an institution, the courts 
and ready to resolve it. In this process of adjudication in all sorts of 

the culture. However desirable an act may be from Te sZlZ f 

s“; ^ X ; f ~ 
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the general law and of the state and federal constitutions; and they 
have a “sense of the common sense of the culture.'’ 

In most states the chief state school officer is made a judicial 
officer for settling disputes within the school system. In some states 
there is a law providing that the judgment of the chief school officer 
is final in certain types of cases. Experience has shown, however, that 
the meaning of such legislation is the meaning that the courts give it, 
and the courts stand ready to accept cases for review where they 
believe the point at issue is one that should be settled by the court 
rather than by an administrative officer. The system of administra- 
tive justice within the school system itself serves mainly to keep the 
courts clear of a variety of minor cases, on the one hand, and to reduce 
the cost of litigation for persons who consider themselves aggrieved, 
on the other. To fail to see the courts as an integral part of the struc- 
tural pattern of public education is to overlook an aspect of the greatest 
significance in that structure. 


STRUCTURE IN FLUX 

In recent years important changes have occurred in the structural 
pattern of public education through the resolution of conflicts between 
the old pattern and the interests of individuals and groups in the popu- 
lation. Some of the changes have come in the statutes, some in the 
constitutions, and some through court interpretations. An inteiesting 
example where all three have come into the picture is the recent change 
in New York State in regard to the granting of state aid for transpor- 
tation of pupils to private and parochial schools. First, the legislature 
passed a law providing for such aid; second, the courts threw this lav 
out as contrary to the constitution; third, the people of the state voted 
a constitutional amendment permitting such expenditures of public 
funds; finally, the legislature repassed a law providing for state aid. 

There has been action in a number of other states indicating a con- 
flict in the older concept of no aid of any form to private and parochial 
schools; for example, the Louisiana case, in which the United States 
Supreme Court reversed the highest Louisiana court on its decision that 
payment for textbooks in private and parochial schools out of public 
funds was unconstitutional. Not that this is entirely new ; there have 
been provisions for attendance and health service to private and paro- 
chial schools for a long time. The whole movement was given a new 
spur by the difficulties in which private and parochial schools foun 
themselves during the depression. It m. also probably ^mu ated 
somewhat by the federal policy of granimg National With Admmis 
tration aid to boys and girls rather than lo the school, bringing 
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play the concept, somewhat new in our experience, that the aid should 
go to the child rather than to the school. 

The federal Civilian Conservation Corps and National Youth 
Administration aid provided other challenges to the prevalent eon 
ceptual design for public education. They have brought into relief 
two facts that equality of opportunity cannot be provided solelv In- 
providing free tuition, free textbooks, and JVee supplies; and that the 
secondary school, much as it has varied from the college preparat on- 
school of 1900, has still a long way to go before it becomes, j n fact a 

people’s college. ’ ’ a 

The conceptual design of public education has likewise been ohal- 
enged by the important discoveries in the area, of child development 
uring e past 20 years and by the carrying over into adult life of the 
concept of education as the unfolding of the individual in a favorable 
nvironment rather than of preparation for life that is completed at 
ome early age The injunction, then, that present or proposed prat 
ice must be in line with the conceptual design and the structural pat 

scence anti in the related fields influencing 
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the guidance of present-day administrators who see fit to accept their 
responsibility for leadership in the development of state legal struc- 
tures that will help realize more adequate education . 1 

SUMMARY 

In setting up the metes and bounds of the powers of school dis- 
tricts, the following legal principles or issues come into play: 

In Chap. X\ III it is recommended that those concerned with the 
administration of local school systems chart the metes and bounds of 
the powers of the school district. This involves the reading of the 
state school code and constitutional provisions and the examination of 
decisions of courts of last resort. Unhappily, it is not simply a matter 
of reading as one might read the instructions for operating some 
gadget. 

It is a legal fact that education is a state function. 

One of the most significant corollaries is that the board of education 
serves presumably in the interest of all the people of the state, not only 
in the local interests. 

The legal fact that education is a state function does not give 
central agents of the state any line authority over local districts. The 
powers of central agents are specified powers. In many respects they 
are coordinate with boards of education. 

The legal theory explaining the fact that education is a state func- 
tion does not sufficiently encompass the actual power of the people 
locally in influencing their schools. This is recognized in practice by 
the courts and should be held in mind by local administrators in inter- 
preting state law. 

School-district reorganization provisions often make concessions to 
local interest to a degree that is not prudent, judged from the results 
achieved in modernizing school district organization. 

fn legal theory there is no such thing as home rule. In actual prac- 
tice home rule plays an important part, over and beyond that legally 
provided for. The possible interference of this legal theory with 
adaptability of schools raises a question as to the emphasis it should 
be given in future structural change of state school systems. 

The administrative relationships between public education and 
municipal government are so varied and the issues so confused in the 
public mind that it seems wise to consider this matter as one in need 

I Tl,r analysis of the problems in the light of the operational, legal, and purpose 
principles appears in the two volumes of the Rhode Island Survey entitled Schools 
for Our Children. Volume 1 deals with finance; Vol. II with control. Report of 
!l„. Commission on the Legal Structure of Rhode Island Public Education, 

Kehmarv. F.M'L 



LEGAL STRUCTURE 


04 * 


terms TtL ^ d ™ S n0t ° nly ° f IcgaI tlm >'ut also in 
terms of the common-sense principles directly and of purposes . UJ ,| 

empirical evidence on results achieved. 

Advancement in the evolution of the structure „r „-i o 

coTtroh 8 E 6 r^ Ce ° f the ° Versim P llfied association of Iniaiv f nwl 

to independent a^pJsal.^ 6 ^ 8 ^ ^ StrUCture sllou,d ^ ^uhjeete,! 

The courts have played an extremely important mart in t) , 
tmn of structure. Administrators have' much to“a™ fro n . 

depLmenftf education hitn^^'t jUStiCC ‘ SC ' fc Up ia tli( ‘ s,ail ‘ 
eonsidered as having a monopoly oZ 2T * P% ^ C “ ,mwt ,,f * 

jected toSSt^Sr 1 * “> n * sub- 
changing conceptions on some of the ancient “'"J .'' y 

iazzT icul&riy active « * 

to "ZZZenl ° f 8tate ^o, codes 

with the actual operation of schools. ^ S ^ ^ officials concerned 

. . Exercises 

the purpiHf IZo” (AppCndix E > with 

principles and underemphasizes others In r f er f eni phasizes some of our 

^ with the original Osceola Code (Cubberley 77 ( f.S'm/ ““T £ rincip,cs - ^mpare 
Reorganization). y ’ 1 he Slate and County Educational 

J SS. t tte , °e r 2?‘2d2* i ^“ Zn7t° 

of the po Wers of the Iocal b ^ specific a u anC 0Uthne the gcneral ^mits 

tttttsszr? ™;s; - 

and the municipal government in ylulotZctZZ'T ^ ^ schoo ‘ hoard 

ge ™’ 1 6 or com Plete separation of municipal and S cho f ^ hat argumeilt s can 
see any points of desirable cofunctioning? governments? Can you 

5. What are the legal and practicafrelationships in vour n . t 

6 b mZ°S e ^Wal bftr" 011 

WM Z £ 



324 


PRINCIPLES OF SCHOOL ADMINISTRATION 


financing of schools. Du you consider lid- a valid arguiur-m? A conclusive 
argument ? 

9. At what point should the state government invade the control commonly 
exercised bv the local unit? 

10. What factors may force changes in the present legal structure? 
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Pattern 3. Use of Community Resources. Making use of the resources for 
knowledge that exist in community activities, agencies, and points of cultural 
importance, and in the knowledge and background of the people. 

Pattern 4. Background of Teachers. Making use of the variety of experience:-, 
training, and background of all members of the school staff. 

Pattern 5. The School as a Living Community. Developing many real, produc- 
tive work experiences in a lifelike setting which present real problems and 
situations that facilitate, motivate, and intensify the processes of learning. 
Pattern 6. Concrete Learning Activities. Organizing learning activities in 
terms of concrete experiences and laboratory situations which explore fields 
of knowledge and draw upon such knowledge in the solution of problems. 
Pattern 7. Using Pupil Interests. Using present pupil interests and needs to 
motivate the extension of interest into broader and more varied fields of 
knowledge. 

Pattern 8. Curriculum Organization. Participation of staff, public, and pupils 
in evaluating and organizing the entire program of instruction. 

Pattern 9. Individual Curriculum Opportunities. Providing individualized 
opportunities in the curriculum program to meet the particular needs of 
various groups of pupils. 

Window III. Teaching Pupils to Think 

Pattern 1. Productive Services. Letting pupils perform useful productive serv- 
ices about the school and in the community. 

Pattern 2. Lifelike Activities. Letting pupils have experience in lifelike activi- 
ties in school and classroom. 

Pattern 3. Active Investigation. Having pupils study problems in many areas 

through active processes of investigation. 

Pattern 4. Pupil Participation. Allowing pupils to participate in planning, 
carrying out, and evaluating the work of class, club, and school. 

Pattern 5. Creative Thinking. Giving pupils opportunities to imagine solu- 
tions to varied types of problems. 

Pattern 6. Stimulating Materials. Preparing and contrasting materials m 

such a way as to stimulate pupil thinking. 

Pattern 7. Stimulating Problems. Selecting for discussion topics and prob- 
lems that will stimulate pupil thinking, indicate modes of attack, and offer 

the opportunity of reaching a conclusion. 

Pattern 8. Formal Study of Thinking. Putting some time on formal study of 

how sound thinking takes place. 4 

Paliern 9. Tools of Learning as Tools for Thinking. Using the basic skills as 

tools for the solution of problems. 

Window IV. Exploration of the Abilities of Pupils 
through Discovery and Measurements of Interests and Needs 

Pattern 1. Discovery of Aptitude through Testing. Discovering aptitudes, 
needs, capacities, and interests of groups and individuals through specialized 
techniques like testing procedures, observation, records and reports, con- 

ferences, and case studies. j 

Pattern 2. Discovery of Aptitude through Tryout Discovery aptitude 

needs, capacities, and interests of groups and individuals through a wide 
variety of activities and experiences in the school program. 
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Window VI. 


Health and Safety 


Pattern 1. Health Examination. Securing adequate physical and mental 
health examination of pupils and pre-school children. 

Pattern 2. Treatment and Correction. Securing correction, treatment, and 
follow-up of physical and mental health defects. 

Pattern 3. Health and Safety Instruction. Providing school-wide opportunities 
for instruction in the principles of health and safety. 

Pattern 4. Practice of Health, and Safety for Pupils. Utilizing the services of 
pupils in improving conditions of health and safety in school and community; 
and providing opportunities for the continual practice of healthful, safe 
behavior. 

Pattern 5. Healthful Environment. Providing a school environment that per- 
mits healthful living in surroundings that are sanitary and safe. 

Pattern 6. Services of Outside Agencies. Securing and developing the services 
of all community agencies contributing to the health and recreational needs 

of pupils. 

Pattern 7. Coordination of the Home. Making the home an agency coordinate 
with the school in promoting the happiness and health of children. 

Pattern 8. Program, of Sports and Recreation. Providing a wide variety of 
recreational and physical activities suitable for all pupils at every age level 

and for every ability. 

Pattern 9. Guidance and Character Development through Physical Education. 
Providing through recreation, physical education, and athletics for the 
development of qualities of character, sportsmanship, citizenship, and leader- 
ship; and the exercise of guidance functions by the health and physical 

education staff. 

Pattern 10. Staff and Facilities. Providing ample equipment and aD ample 
staff for instruction, examination, treatment, follow-up, record making, and 
coordination bearing upon the health and safety of children. . 

Pattern 1 1 . Public Information and Participation. Informing the public about 
the health, physical education, and safety program and securing participation 
and cooperation of the public in its development. 


Window VII. Planning and Organization of Curriculum for Home Competence 

Pattern I. Curriculum Organization. Using public as well as staff participa- 
tion in the planning and organization of an appropriate schoo -wide program 
to develop competence in home management and responsibility in home 

Pattern 2. Home Economics Laboratory. Developing skills in foods, clothing, 
child care, home management, and social living through practical experience 

with concrete equipment and procedures. r 

I>„Uern 3. Productive Learning. Using productive, real situations which occur 

in the normal life of school and community to teach the skills and respo 

hilitipH of homo competence. „ . , , 

Patirrn l Variety of Material,. Using varied kinds of printed Pamphlet, 

pictorial, and illustrative material as a source of information in dove p 

rC. Jaimes of Home and Community. Usmg the 
tools' personnel to make individual home contacts and securing the coop 
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Window VIII. The World of Work 

P Z7 n f' Or ° aniz f on and Adequacy of Program. Providing opportunity- 
information, tryout, experience, and development of skill covering -,ll 

Etudes! ° CCUpatl0nal areas in 0rdcr to meet needs of a great varietVof 

Pattern 2 Occupational Information. Orienting pupils to the world of v ■ 
through the use of all available sources of information ° f """ 

Pattern 3. Correlation of Subject Matter. Adapting the course teaching of 
various subject-matter areas to conform to the needs of nnnko V 

competence in varied vocational fields. ‘ P P prepunn 8 for 

Pattern 4. Occupational Laboratory Setting „ n nnA 

r^sbSSirr 

p * s — 5 s d ^ 

Pattern™} ^TTr ^ 

school system and the vocational nroornm Pro 9 r( ‘»>. Organizing the 

-W b. met: "“ h * ™T *>»* «Ml needs 

„riTr' T ireLr ™ 

for . «mpTetel7indSjirnrof ‘'V**"* «•* »* IWHUm 

testing, survey I, coZS"^ 'fZZf'fT'V «*"**■ "»«>■* 

mg contact with former students. ' tramnig, and eemtinu- 

Pattern 9. Cooperation of the Public TJsimr 1 r 

“ d “ * provider ° f f “ i,ifa - — in s;: rr P ^™“ 

Window IX. Developing Civic Competence 

ITiSK p “ - ^oo, 

IT! “ perie ““ ip " « S v £ ” d *- 

experiences in those modes of civic behavior 1 • 10n t0 provide practical 

Pattern 3. Creative Planning by Pupils T" ^ PUPllS latpr «e. 

the improvement of present civic conditions Ind^ * “ ° S °“ rce ° f ideas f "r 
Pupil evaluation of society. d USmg P roced ures permittii 

awareness of and^iTd^aH^g vdth Pr0vidin S Practice in developing . m 

P °“™ * CooperaJetZ^tn Z'T thr ° Ugh d “ si - 

rCT ■” d ““ ne ^ 

sources of civic and social »“ available 

■* *° d witL^iti^—d’osr 5 ’ -»•* 


w- 


imr 

o 



0 


PRINCIPLES OF SCHOOL ADMINISTRATION 


Pattern 7. The Teacher as Observer and Guide in Civic Development . The 
teacher as observer, guide, counselor and planner in developing individuals 
who will take their places as responsible citizens. 

Pattern 8. The Public as a Resource in Planning. Using the ideas of the 
public, as well as of the staff, in planning the program of civic education. 


Window X. Regard for the Individual 

Pattern 1. What the Teacher Docs. Procedures of the classroom teacher in 
providing rich experiences for the group and in understanding and working 
with individuals. 

Pattern 2. What the Specialist Does. Providing and organizing the kind of 
specialist services necessary to analyze and take care of individuals and the 
needs of particular groups. 

Pattern 3. Special Tools and Techniques. Providing those special tools and 
techniques that are necessary in assisting teachers in finding out about indi- 
viduals and the kind of organization that will assure their proper use. 

Pattern 4. What Administration Does. Providing through administration and 
leadership those adjustments necessary to effect a whole-school organization 
designed to permit maximum realization for each individual. 

Pattern 5. What the Home and Community Do. Coordinating the efforts of the 
home and community along with those of the school in providing opportuni- 
ties for maximum self-realization for each individual. 


Window XI. The School and the Community 


Paitern 1. Informing the Public. Procedures for raising public understanding 
of the power of education through informing the public. 

Pattern 2. Participation of the Public. Using the ideas and cooperation of the 

public in improving the educational program. # 

Pattern 3. Enriching the School Program through the Services of Laymen. Using 
all interested and willing laymen who are capable of working with pupils and 
who are well informed in certain areas to provide pupils with additional 

experiences in these areas. n r 

Pattern 4. Using the Community as an Extension of the School Plant. Uoorcli- 

nating all community resources, agencies, and physical facilities as part of 

the educational experience of pupils. , ,. 

Pattern 5. Leadership in Changing the Culture of the Community Including 

the school among those agencies of the community whose planning and 

mutual interaction may lead to the improvement of patterns of commum y 


Pattern 6. School Serving the Community. The staff, plant, pupils, and school 
program performing useful community services and participating in com- 

Pattern 7 ' Community Services to the School. Community agencies performing 

^services useful to the school and providing facilities that influence the growth 

P^nt" Coordination of the Home vnlh the School. The home and the school 
actively coordinating their influence on the growth of the child through the 
consultation of parents and school personnel. 
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Window XII. The Staff 

Pattern 1. Professional Characteristics of Teachers. Securing a staff whose 
training, education, professional experience, experience in activities and 
jobs outside the profession, background, and personality meet those required 
of good teachers and whose professional improvement continues through 
travel, professional courses, professional investigation and publication, and 
professional status and membership. 

Pattern 2. Conditions of Employment. Providing the rewards for service which 
permit desirable continued growth, security, and those working conditions 
which are fair to teachers and at the same time encourage them to give bet- 
ter service. 

Pattern 3. The Teacher as a Citizen. Emphasizing the teacher as a participant 
in extraprofessional activities in the community. 

Pattern 4. . Activities of the Staff in Interpreting the School to the Public. Using 
the services of teachers and teachers’ organizations to interpret the school 

program to the public and to portray to the public the further realization of 
what better schools could do. 

Pattern 5. Improving the Educational Potential of Home and Community. 

Securing through the efforts of the staff the cooperation and coordination of 

agencies outside the school that come in contact with the growth of pupils 

Pattern 6. Extension of Staff and Plant through Coordination and Development 

of Community Resources. Using the lay personnel of the community to 

supplement the services of teachers in providing an enriched program, ‘and 

the physical facilities of the community to expand and enrich educational 
experiences. 

Pattern 7 Extension of School Services. Making the services of the school 

available for a wider part of the community population, covering a greater 

portion of the day and offering services to pupils covering a greater propor- 
txon of the day and year. 

Pattern 8. Cooperative Planning of the School Program. Using the whole staff 

m p anning cooperatively the whole school program to secure curricular 

evelopment enriched opportunities for pupils, extended school services, and 
thorough utilization of community. 

Pailern 9. The Teacher in the Classroom. Using available resources, organizing 

of thotdivWuC'X 5 ” 8 ‘ he CkS5r00m “ C ” e <>P,imUm 

professional specialist, who 
can offer services to pupils facilitating their general all-round growth and 

their' edLcationrefforts 0 ^ g6nenl1 SCh00 ‘ ***** “ “P™™ 6 the of 

P ZZ lh Ma f rialS ’, EqUipmeni ’ and Applies- Providing materials equip 

r ^ supplies in adequate quantities to permit teachers to 
meet the needs of all groups and individuals. rescuers to 
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GUIDE FOR THE USE OF WHAT EDUCATION OUR MONEY 

BUYS AS AN APPRAISAL INSTRUMENT 


The measure called for by Table 9, page 79 is obtained by appraising the 
schools in terms of the 39 patterns described in What Education Our Money Buys 
(New York Educational Conference Board, 152 Washington Ave., .Albany, N.Y.). 
Locate the pattern in the above document, and decide on one of the three descrip- 
tions given which best describes your school. Then note which device is used to 
characterize the description in the corresponding summary table in the document. 
Allow the following numerical equivalents: 



If your school is better than any description given, add one or two to the score 
corresponding to the description of highest value appearing in the text For 
example, if the highest, valued description is indicated ns a bud and your school is 
considerably better, give it, 8 or 9; if the highest valued description is indicated 

as a flower and your school is considerably better, give it 11 or 12 

I„ applying this measure separate scores may be made for clementarj and 
secondary schools, if desired. In communities within large cities or community 
served by outside public schools or services, givo credit for the services regula y 

obtained outside the immediate community. 


1 If there are no signs of any beginnings, score it 0. 


OQO 
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Educational Digest 1 Ann Arbor, Mich.: The Education Digest (Monthly, Sept, 
through May). 

Educational Administration and Supervision , Baltimore, Md.: Warwick and York, 
Inc. (Monthly, Sept, to May). 

Educational Leadership , Washington, D.C.: Department of Supervision and Cur- 
riculum Development, National Education Association (Monthly, Oct. 
through May). 

The Educational Record , Washington, D.C.: American Council on Education 
(Quarterly). 

Journal of Educational Research , Madison, Wis.: University of Wisconsin Press 
(Monthly, Sept, to May). 

National Educational Research Bulletin , Washington, D.C.: National Education 
Association (Quarterly). 

The Nations Schools , Chicago: The Nation’s Schools Publishing Company 
(Monthly). 
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THE ADMINISTRATIVE CODE OF GREEN WILLOWS, 

NEW YORK 

Part 1 gives notes summarizing the set of rules and regulations of the Board of 
Education of Green Willows, N.Y., which appears as Part II of this supplement. 
A listing by subject of other provisions frequently occurring in sets of board rules 
and regulations appears in Part III. Green W illows is a community with a popu- 
lation of 10,000. 

Part I. Summary of the Provisions of the Rules and Regulations of 

Green Willows, New York 

The preamble represents an attempt to revive a delightful and highly useful 
custom of our forefathers. They were not averse to stating their purposes. Our 
generation has become too much addicted to writing down just the bare bones of 
legislation. A board may well spend some time in writing a preamble of its own. 

Article I brings together the laws concerning the functions of the district meet- 
ing with respect to finance. It seems to the writer that including this will help 
the public to get a keener realization of its responsibility. . It might be desirable to 
add here the electorate’s functions with respect to bond issues. 

Article II deals in similar manner with the election of officers. 

Article III does little more than put present practice on paper. Perhaps its 
most important provision is the recognition of the demarkation of the functions o 

the secretary of the board as such. 

Article IV defines the duties of various officers and defines the customary legal 
position of an individual board member. It also brings up the matter of the indi- 
vidual board of education playing a part in the ongoing development of the state 

Article V attempts to set up clearly the legislative function of the board as 

opposed to its administrative function. . . . , 

Article VI establishes how the board should operate as an administrative body 

as opposed to a legislative body. Note that this article eliminates standing 

°°Trticle VII is a brief statement of law and regulation with respect to pupils and 
parents. For the most part it is believed that most other items affecting pupils and 
parents should be matters of administration rather than legislation 

Article VIII, Sec. 1, gives a highly important provision with respect to th 
superintendent of schools, making for stability of the educational program. 

tion 2 is in accordance with present law. ... , anv 

Article IX The recommendations in this article, perhaps m 
other wifi free the board of education from detail work and at the same . tune 

T 1 1 e f o rna er ts * ae e v ed^ throu gh ^ ech a ni zing ^th e ^ (it h o ds of 
of board, community, and staff. 
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The budget as finally adopted should represent a considered weighing of tin 
elements of an unfolding educational program as related to the interests of tin 
public and employed personnel. It should represent what they agree upon a> 
feasible during the ensuing year in the realization of the objectives in which they 
are interested. It should represent their agreements as to what facets of the pro- 
gram should be developed farther and what steps should be deferred. The 
tentative budget should, therefore, represent the drawing together by the super- 
intendent of schools of the educational ideals, interests, arid objectives of the com- 
munity into what is considered a feasible plan of procedure. After the board of 
education receives the tentative budget, this process should go on. In weighing 
the considerations that have gone into the tentative budget, the board of education 
will be performing one of its most important tasks. In presenting these considera- 
tions at the public meeting, it will perform another one of its most vital tasks. 

Part II. Administrative Code of the School District of Green Willows, 

New York 


PREAMBLE 


In conformity with its functions as a state agent, as defined by the state legisla- 
ture pursuant to provisions of the state constitution, the purpose of the board of 
education shall be to provide education of the highest feasible character for tin* 
residents of this district, taking into account the wishes of the people of the dis- 
trict, their ability and willingness to pay taxes, and the basic interests of the people* 
of the entire state, whom the board legally represents. 

In expressing its broad legal powers over the scope and character of education 
in this district, the board believes that the educational program provided should 
adequately care for the development of skills in the tools of learning and the arts of 
communication; the instilling of understanding of the world as it is and of man’s 
efforts to achieve mastery over his own destiny; the strengthening in each voun- 
person of his intellectual powers to cope with his environment and serve with his 
feiiows; the development of skills and understandings that will contribute to 
successful home life; the development of understandings and skills making f or 
economic self-reliance and for prudent use of money; the development of under- 
standings and skills making for successful and creative citizenship in community 
state, and nation; and the schooling of emotions and habits of dealing with others 
promising to strengthen personality and character. 

Mindful of the fact that this community has employed and can continue to 

trained W°° Ca [ efully selected from those who have been not only well 

trained but also tested and tempered in the crucible of experience, the boird of 

education states it as its intent to be diligent in the development of wavs and means 

hereby these able people may be used to the best advantage, not only in operating 

interested * CCOrdl . ng ^ , the P oIicies ado P ted . but also as professional experts and 
erested citizens in their own right in the processes of developing these policies 

he board of education is impressed by the evidence that good education has 

•»d S It WOrki ” S t0g ' lter citue™ both 



May. 


Article I. District Meetings 

The annual meeting of the school district shall be on the first Tuesday in 
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2. (Legal qualifications.) 

3. The chief matter of business at the annual meeting shall be a consideration 
of the amount of money to be raised by taxes for the school district for the succeed- 
ing year. The budget shall be presented by the board of education, and time shall 
be given for an explanation of its character by members of the board of education, 
the superintendent of schools, and such other persons as the board may designate. 

4. After the presentation of such statement or estimate, the question shall be 
taken upon voting the necessary taxes to meet the estimated expenditures, and 
when demanded by any voter present the question shall be taken upon each item 
separately. The inhabitants may increase the amount of any estimated expendi- 
tures or reduce the same, except for teachers’ wages and the ordinary contingent 

expenses of the schools (Education Law). 

5 If the inhabitants shall neglect or refuse to vote the sum estimated necessary 

for teachers’ wages, after applying thereto the public-school moneys and other 

moneys received or to be received for that purpose, or if they shall neglect or refuse 

to vote the sum estimated necessary for ordinary contingent expenses, the board 

of education may levy a tax for the same, in like manner as if the same had been 

voted by the inhabitants (Education Law). . # 

6. The board of education shall have power to call special meetings of the 

inhabitants of the district whenever it deems it necessary and proper (Education 
Law). 

Article II. Elections 

1 The board of education shall consist of seven members who shall serve for 
a term of seven years. The term shall be overlapping, one member being elected 

each year. ^ ^ ^ board Qf educat ion must be a resident and a qualified 

voter in the school district, and the removal of any member of the board from the 

b,t 7Vh,\ h Iot "s listed .fph.be.Mly and 

"ithout titles membership shell be rn.de by petition of not 

„s, the^TuSed voter, o, the dlstnet, ..id petition be ffled noth the dnr.net 

secure'tellers .nd hrspcetor,, sob- 

MM = 

vacated (Education Lawb resignat ion, refusal to serve, or any disqualifica- 

tion of aboard member, the boari at its 

her to fill such a vacancy unless a BhaU be post- 

purpose by the COm ™ 1 ^°"® r ° of t te board by consent of a majority of all member, 
p^ej 0 ft S 8 u U chdection shall be by majority vote of all members present at such 

meeting (Educational Law). 
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9. Any such vacancy filled by election by the board shall be only for a term 
ending with the next annual meeting of the school district at which time such 
vacancy shall be filled in a regular manner for the balance of the unexpired term 
(Education Law). 

10. Under the supervision of the superintendent of schools, the census taker 
shall prepare a list of all residents of the community, giving such information as will 
indicate their eligibility to vote in the school elections. 


Article III. Board Organization and Meetings 

1. The annual meeting of the board of education shall be held at the board 
office on the first Tuesday in July unless said day shall be a legal holiday, in which 
event the meeting shall be held on the following day. 

2. The annual meeting shall be called to order by the secretary. After the 
election of a member of the board as temporary chairman, the board shall proceed 
to the election of a president who shall immediately become chairman. The board 
shall then elect a vice-president, secretary, treasurer, district clerk, counsel, and 
auditor. After determination of the date and time for regular monthly meetings, 
the annual meeting shall adjourn. 

3. If any person other than a member of the board is elected as secretary to 
the board, election shall be on nomination of the superintendent of schools. 

4. The secretary of the board shall send written notices of all meetings, with 
the probable agenda, to all members of the board and to the superintendent of 
schools at least three days before the date of such meeting. 

5. All meetings of the board except those provided for in Sec. 8 of this article 
shall be held in the board room. Three or more members of the board shall con- 
stitute a quorum. Should there be less than three members of the board present 
at a regular meeting, a time for the adjourned meeting should be set by the members 
present, and such adjourned meeting shall be deemed a regular meeting. 

6. Unless changed by a majority vote, the order of business at each regular 

and adjourned meeting of the board of education, other than the annual meeting 

provided for in Sec. 1, and meetings called in accordance with Sec. 9 of this Article 
shall be as follows : 


a. Reading of the minutes of the last meeting. 

b. Report of the treasurer. 

c. Report of the superintendent of schools. 

d. Communications. 

e. Unfinished business. 

/. New business. 

g. Adjournment. 


7. A special meeting may be called by the president by giving notice in writing 
to each member of the board and to the superintendent of schools at least three 
days preceding the date of such special meeting. The president shall call a special 

sToob 8 feqUeSt ° f tW ° memberS ° f the board or of superintendent of 

8. At least two meetings of the board each year shall be for the purpose 01 
onsnlermg some phase of policy pertaining to education. The superintendent of 

schools shall serve as an advisor to the board in organizing such meetings and shall 
present in order to participate in the discussion. On vote of the board con 
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cur red in by the superintendent of schools, such meetings may be held plsev/hep'* 
than in the board room. A small number of staff members and members of the 
public may be invited to participate. On vote of the board at any regular or 
adjourned meeting, a regular meeting date may be set aside for the purposes men- 
tioned above. 

9. A majority vote of all members of the board present at any meeting shall 
be necessary for the election of officers or for any other action by the board unless 
otherwise specified by law or in these regulations. The ayes arid nays on any vote 
shall be recorded whenever any member of the board present .shall request it. 

10. At the request of the board the president shall appoint committees for 
special purposes. These committees shall be discharged on the completion of their 
assignments. The president of the board and the superintendent of schools shall 
be ex officio members of any such committees. 


Article IV. Duties of Board Officers 


1. The president shall preside at all meetings, shall decide questions of order in 
accord with Robert’s Rules of Order , and shall appoint all committees unless other- 
wise directed by the board. He shall have the right, as other members of the 
board, to offer resolutions, to discuss questions, and to vote thereon. 

2. The president shall be an ex officio member of all committees.. 

3. The president shall act as temporary chairman of the annual district meet- 
ing and special district meetings. 

4. The president shall call a special meeting of the board whenever he or the 
superintendent of schools considers it necessary or when requested by two mem- 
bers of the board to do so. 

5. In the absence of the president, the vice-president shall perform the duties 

and have the obligations of the president. 

6. The secretary of the board shall attend meetings of the board and keep a 


record of the proceedings. , 

7. The secretary of the board shall furnish each member of the board and the 

superintendent of schools a copy of the minutes of each regular or special meeting 

within 6 days after said meeting. . _ , „ 

8. No member of the board of education, by virtue of his office, shall exercise 

any administrative responsibility with respect to the schools. 

9 The secretary of the board of education, by virtue of his office, shall exer- 
else no administrative responsibility with respect to the schools other than those 
specifically designated in this article or in the New York State School Law. 

10 No board member as an individual may command the services of any school 


employee.^ ^ cooperate through the state 8C hool board association and 

other educational agencies in the continued improvement of the structure of h 
New York State school system. 


Article V. Board Legislation 

1 Anv amendment of this advisory code shall require a majority vote of all the 
members o^the'board .« . meeting m the e.U for .Met, the purpe. of con»d«m>g 

Ch ”' Xifno. take ,».* pn.il it ha, had .be endorsement of the 
board at a meeting held not less than one month after the original action. 
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3. The operation of no part of this code may be suspended except by a unani- 
mous vote of all members of the board at a meeting in the call for which intention to 
consider suspension of the rule is announced. 

4. This code shall have the effect of state law and shall be administered by the 
superintendent of schools in ministerial capacity. 

5. Ihe application of this code shall be the duty of the superintendent. Any 
appeal to the board of education from such application will be to the board as a 
legislative body rather than as an executive body. 

6. 1 he superintendent shall report to the board as a legislative body from time 
to time on the operation of this code and shall be expected to propose any changes 
he may consider salutary. 

7. 4 he secretary of the board shall keep a separate register of all changes in this 
code and rules and regulations passed by the board under authority of this code. 


Article VI. Administration 

1. .All action by the board, legislative or administrative, shall be by the board 
as a unit. 

2. The administration of the schools in all their aspects shall be under the 
direct administration of the superintendent of schools operating in ministerial 
capacity with respect to legislation passed by state agencies or by the board of 
education, and in executive capacity with respect to policies agreed upon by the 
board in consultation with the superintendent. 

3. The superintendent of schools, after consultation with interested persons, 
shall present to the board a plan for the administration of the schools, setting out 
clearly the methods of procedure to be used in the formulation of the budget; for 
requisitioning, ordering and payment for supplies, equipment and special services* 
for the maintenance of plant; for the operation of plant; for the selection of teachers* 
for the operation of the supervisory program; for the transportation of pupils* for 
internal administrative methods; for methods of handling suggestions and com- 
plaints from the public; for plans for promotion; for standards of achievement - for 
extracurricular activities and the handling of funds connected therewith; for health 
service; for reports to parents; for courses of study and curriculums;’for school 
discipline; for educational and financial accounting and inventories of physical 
properties; for school attendance; for rules governing absence of employees- for 
time and manner of payment of employees; for obtaining bids; for awarding con- 

tracts and for such other areas as he may choose or as the board of education may 
irom time to time designate. J 

■ 4 ' In . the formulati on of these plans, the superintendent of schools shall 

the COdC 80VerniDg thC administration within the area 

financial— sh^f ^P^s-educationa], operational, maintenance, and 

indhiTJh T T?* he SUperintendent of schools - a * d all services within 
Z TbmluS “ d !" *, T gh i " divk1 ” 1 ' ,rinci P“ ls - Uiose plans shall 

with 6 ;. The t ? P :r tendent 0f SCh00ls Bha11 kee P the board of education informed 

members !!^ ih T ° P A ention of the various P lans ad °Pted as board policy so that 

SSS* ** b0ard ma / be ful1 ^ awa - of What is going on within the schools 
shall be capable of advising with respect to modifications in the plans. ’ 
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7. All such plans shall be considered subject to modification by action of the 
board of education at any meeting. 

8. Plans so adopted shall not be considered a« part of the bjAk.i ice ?K-ts of 
the board but rather as administrative acts, and, therefore, they shall not be sub- 
ject to the rules on amendment applicable to this code. 

9. Documents setting forth these plans as approved by the board of education 
shall be on file in the superintendent’s office and available for inspection by any 
member of the board, the school staff, or the public. 

10. When any such plan has been adopted it shall be considered as representing 
board administrative policy until such time as it may be changed by action of the 
board. The initiative with respect to changing such plans shall normally he 
expected to come from the superintendent of schools but may come from the board 

itself. 

11. The superintendent of schools or any member of the board may at any 
time propose that all or part of a plan for the administration of any of the above 
phases of work of the school be made a matter of board regulation, and such pro- 
posal shall be considered in the regular manner established for the enactment of 

rules and regulations. 

12. In the novel situations arising within the schools, the superintendent shall 
have power to act, but his decisions shall be subject to review by action of the board 
at its next regular meeting. 

13. In its regular June meeting the board of education shall adopt the school 
calendar for the ensuing school year. Preparatory to this act the superintendent of 
schools shall have submitted a proposed calendar to each member of the board one 

week in advance of the meeting. 

Article VII. Pupils and Parents 

1. Pupils, parents, employees, and the general public shall be dealt with in 
full conformity with state and federal laws defining the rights and privileges o 

individuals. T 

2. All children who are five years of age on or before January 1st of the current 

school year shall be admitted to the kindergarten group formed in September. 
Those who are five between January 1st and the end of the school year shall be 

admitted to kindergarten in February. . , V{ ,ii v 

3 Children who enter kindergarten m February will not be automatics y 
promoted to the first grade in September. Their classification at that time v.-.ll be 
determined by appropriate tests of ability to perform the work required m the 

fii^grade. children under six years of age to the first grade shall be 

determined by appropriate tests measuring their ability to perform the * or 
required by the first grade. Admission to all subsequent grades shall be made on 
the same basis. The tests used for the aforesaid determination shall be prescribed 

by the superintendent of schools. 

Article VIII. Employees 

1 In case the superintendent of schools has not been notified by January 1st 

S ixu— , — **-“**• 

next succeeding calendar year. 
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2. All employees of the board of education except auditor, treasurer, district 
clerk, and council shall be selected on nomination of the superintendent of schools. 
Should a person nominated by the superintendent of schools be rejected by the 
board of education, it shall be the duty of the superintendent of schools to make 
another nomination. 

3. It shall be the duty of the superintendent of schools to see that persons 
nominated for employment by the board of education shall meet all qualifications 
established by law or by the board of education lor the type of position for which 
the nomination is made. 

4. Teachers may be assigned to any specific school duty by the superintendent 
of schools. 

5. (Here follows present salary schedules.) 

' f-A 

Article IX. Educational Finance 

1. Prior to Feb. 1 of each year the superintendent of schools shall have formu- 
lated a tentative budget for the following school year. In the preparation of this 
tentative budget, the superintendent shall, to the extent feasible, confer with 
employed personnel and with parent and other public groups so as to make the 
tentative budget as nearly as possible an expression of the interests of all concerned. 

2. The superintendent shall submit the tentative budget to the board of educa- 
tion at its regular February meeting together with a plan of conferences with 
employees and members of the public, designed to assist the board in determining 
the character of the budget to be submitted to the annual financial meeting. 

3. At the next regular meeting following the annual district meeting, the board 
of education shall make such modifications of the budget in detail as mav be 
required for the efficient operation of the schools in the light of modifications in 
available funds made at the district meeting. 

4. The budget so modified shall be considered as a controlled spending plan 
for the ensuing year. The superintendent of schools is hereby authorized to make 
expenditures and commitments in accordance with and in harmony with the 
specific regulations of the board and administrative plans approved by the board. 

This same procedure shall be followed with respect to expenditures provided for 
by special board action. 

5. No change shall be made in the allocation of funds to the items in the budget 
except by board action in a meeting in the call for which the purpose to make 
changes in allocations has been announced. 

. 6 - No purchases involving an expenditure of more than $250 shall be made 
without bids obtained and agreements entered into according to the administrative 
plan approved by the board of education. 

7. Payment of bills shall be made by the treasurer on submission of voucher 

checks signed by the clerk, the treasurer, and the president of the board or the 

president’s alternate. At each regular meeting a list of bills paid or ordered paid 

showing their authorization, shall be submitted to the board of education for 

inspection. Any member of the board may call for detailed information on any 
fisted expenditure. 

8. To promote adaptability the budget shall carry a contingent fund available 
for expenditure by the superintendent for such legal purposes as he may deem wise 
in promoting the interests of the schools. Expenditures from this fund shall not 
require special action by the board, but at the October, February, and June meet- 
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ings of the board, the superintendent of schools shall make a detailed report of 
expenditures from this fund and of the purposes which he hopes to serve thereby. 

9. At least once annually the board of education shall arrange for an outside 
audit of all accounts of income and expenditure, including a vouching of all pay- 
ments with the board’s authorization contained either in the budget or in special 
action of the board. All intramural funds shall be considered within the scope of 
such audit. 

Part III. Subjects Frequently Covered by Other Board Rules and Regu- 
lations Arranged under the Same Headings as the Green Willows 

Code 

(No additions for Articles I and II) 

Article III. Board Organization and Meetings 

1. Board by majority vote may hold executive sessions at any regular or special 
meeting. 

2. Any three members of board may call special meeting if they give 24 hours’ 
notice. 

3. No employee appointed, transferred, or dismissed, no school term determined, 
no courses adopted or altered, no textbook selected, except by vote of majority of 

entire board membership. 

4. Appointment of counsel. 

5. Order of business may be changed for the current meeting by majority vote. 

6. Specific place for all meetings. 

7. Specification of meeting dates. 

8. Board may constitute itself a committee of the whole. 

Article IV. Duties of Board Officers 

1. The secretary shall keep separate record of rules and regulations. 

2. Report by district treasurer. 

3. Report of counsel. 

4. Duties of treasurer. 

5. President shall nominate committees. 

6. Furnish clerk material for annual report to education department. 

(No additions for Article V) 

Article VI. Administration 

1. Power to suspend any employee. 

2. Monthly report of superintendent. 

3. Superintendent’s annual report. 

4. Superintendent, subject to approval and consent of board, shall formulate 

educational policies and effectuate same. , . . 

5. Superintendent’s seat in board and right to speak on all subjects. 

6. Administrative organization chart. 

7. Book agents and solicitors. 

8. Fire drills (superintendent). # 

9. Smoking by faculty and employees only in rooms provided for that purpose. 

10. Selection of textbooks. . 

11. Superintendent to supervise and direct system of examinations. 
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’ 12. Superintendent to advise teachers with respect to methods of instruction 

and discipline. 

13. Superintendent to have power to close school on hot or stormy days. 

14. Superintendent shall keep records of teacher applicants but may destroy 
them after two years. 

15. Superintendent to see that school records are properly kept. 

16. Principal to report attendance to superintendent. 

17. Principal notification in case of teacher absence. 

18. Principal to keep record of teachers' attendance (also other records). 

19. Principal responsible for property. 

20. Principal responsible for education in his building, 

21. Principal responsible for fire drills. 

22. Custodians directly responsible to principals. 

23. Principal to make rules in harmony with higher authority. 

24. High-school principal responsible for supervision of all social functions of 
pupils. 

25. Principal at least half time visiting classes. 

26. Teachers to keep attendance. 

27. Rule against accepting free propaganda materials. 

28. Teachers' certificates of health. 

29. Teachers may not tutor during school year without consent of superin- 
tendent. 

30. Teachers promptly to report to principal damage to property. 

31. Teachers promptly to report to principal failure of janitor to do proper 
work. 

32. Teachers responsible for discipline. 

33. Teachers responsible for education of children in their charge. 

34. Rules for supervisors and special teachers. 

35. Rules governing bus drivers. 

36. Rules governing operating personnel. 

37. Responsibility and working hours of office assistants. 

38. Rules governing attendance officer. 

39. Rules governing school physician. 


Article VII, Pupils and Parents 

1. Superintendent to have power to exclude children who have been exposed 
to disease. 

2. Smoking by pupils prohibited in buildings and on grounds. 

3. Pupils over compulsory age must average 95 per cent. 

4. Post-graduates must obey all rules of board and of student council 

5. Pupils may not frequent boiler room or service quarters. 

nemi 6 ' Teachers ma y not detain pupils past bus-leaving time without principal’s 
permission. ^ 

of m * y ° 0t Ck “ ge kigh -“ h0 ° 1 “““ "*>“«»* *PP"V1 

l power 40 8 “ ,pe ” d pupfls “““ b °* rf 

10. Handling telephone calls. 

11. Student council official representative body of the students. 

Released time for rfiliVimm 
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Article VIII. Employees 

1. Qualifications of teachers beyond stair- requirements, 

2. Definition of school year for superint ondeni . 

3. Payment for absence of superintendent. 

* 

4. Rule on payment for absence. 

Article IX. Educational Finance 

1. Bids to be submitted in sealed envelopes and opened id mooting. 

2. Board not obligated to accept lowest bid and may reject all. 

3. One hundred dollars petty cash for superintendent, to be replenished. 

4. One hundred dollars petty cash for principal, to he replenished. 

5. Intramural funds audited each year by committee appointed by board. 

6. Regulations for extracurricular activity funds. 

7. Allotment of supply money to teachers. 

8. Procedure for bill payment. ^ . . 

9. Last installment of salary not to be paid until certain final duties are 

performed. 

10. Number and time of salary payments. _ 

11. Payments for bond reduction and payments of interest do not require 

board action, but same to be reported at next meeting. 

12. Payments of salaries do not require board action, but payroll reported a 

next meeting. 

13. Fee for use of school auditorium. A . 

14. Teachers not privileged to commit school for purchase of materials or 

supplies or to order repairs. 

15. Principal must approve all requisitions. 
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SCHOOL CODE FOR THE STATE OF NEW OSCEOLA 

This is not a complete school code; the provisions in certain classifications are 
omitted, the headings only being given. In other instances rather extensive items 
are covered by brief, descriptive notes. The parts of the code reproduced here are. 
directed mainly to the achievement of the following three purposes: 

1. The assurance of a satisfactory foundation of educational support in every 
town and city. The maintenance of this foundation of support would be mandatory 
and would be a prime condition for the privilege of controlling schools locally. 

While state participation of support is provided, the responsibility for meeting 
the minimum support requirements is placed squarely upon the school district. 
In addition, provision is made for state operation of a far more complete system 
of vocational education, Americanization, and education of handicapped children. 

2. The assurance of conditions favorable to the continued efficiency of educational 
practices. To achieve this, a larger share of support from the state is proposed 
than would be necessary to maintain the foundation level of support, a rejuvenation 
of home rule by a more complete separation of school government from municipal 
government, by changes in size and mode of elections of school committees in 
many school districts, by expansion of the services provided by the state depart- 
ment of education, and by the provision of cooperative curriculum, guidance, and 
administrative services by school districts. 

3. The assurance of smooth , economical , and efficient operation of the schools. To 

achieve this, provision is made for definite delineation of the powers of local school 

government and of the state department of education, revisions of the regulations 

under which home rule operates, including the provisions for business management 

and for the employment and discharge of employed personnel, and the revision of 

the organization of the state department of education so that it will be better 

equipped to deal with the operational, judicial, prudential, service, and leadership 
functions which fall to it. 


THE CODE 

Preamble 

Mindful of the solemn responsibilities placed upon the General Assembly by 
the Constitution “to promote public schools and to adopt all means which they 
may deem necessary and proper to secure to the people the advantages and oppor- 
tunities of education,” and in gratefulness to Almighty God Who has so long per- 
mitted the people of New Osceola to enjoy the blessing of self-government We 
the General Assembly, in adopting a recodification of the laws governing the public 
schools, do so with the full realization that, whatever considerations may appear 
paramount m any individual provision of the law, the purpose of all the provisions 
taken together is to assure the continued strength of citizenship and individual 
self-reliance necessary to a free people; therefore, in the administration and judicial 

347 
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interpretation of such laws those purposes shall U* '*ont rolling $ r < that no intr-rost 
shall outweigh the solemn purpose of preparing the MiiMrcn on 4 youth of e<v;h 
generation to inherit and to glorify this great heritage of freedom. 


Chapter 1. Allocation* or Responsibility for Pen etc Ed nr a ti on 

Sec. 1. The responsibility for the operation and control of the public schools 
of the state shall be vested in school districts and in the state department of 

education. 

Sec. 2. The support of public education in the state shall be a joint responsi- 
bility of school districts and of the general assembly. 

Sec. 3. All functions of public education which are designated by law to he 
operated directly by the state government shall be under the control of the state 
department of education and shall be administered thereby unless otherwise 

specifically provided by law. . , 

g ec> 4 . The state department of education shall consist of the state board of 

education and the commissioner of education and his staff. 

Sec 5 The boundaries of geographical areas now served by school boards 

shall be the boundaries of school districts until and unless changes are made in 

accordance with law. , , , 

Sec 6 All functions of education operated by school districts shall be unr er 

the complete authority of the school district officials except where the law specifi- 
cally delegates regulatory power to the state board of education or, by the enact- 
ment of regulations into law, delegates ministerial powers to the commissioner if 

'“T' For the purpose of this title, ministerial acts shall be defined as those 
acts performed by an executive officer applying regulations expressed in the law or 
formulated by the board of education, local or state, or other agency in accordan - 
with law The presumption shall be that ministerial acts involve a minimum of 
discretionary power. Ministerial acts shall not be renewable by the body estab- 
lishing the mles and regulations except for the purpose of determmmg th ^e jua y 
of the rules themselves or the efficiency of the ministerial officer. Appeals 
individuals from the acts of a ministerial officer shall be to the commissioner of 
education or to the courts and in no case to the body responsible for n,sta B ,h, rule 

of educational support at least equa o a education 

level of support, the commissioner of education and £ertate Qf tfae 

shall lay the facts before a justice of the su P re ‘ g tate boar d of 

supreme court concurs to make arrangements 

education in the judgment that the sch°ol distr ict has fa; “ level 0 f school 

for maintaining a level of support at east .equal totte ^unda ^ ^ ^ ^ ^ 

support as defined in Chap. , e s a ers and dut i e3 of the school board 

clothe the board of education tv ith all P commissioner of education with 

r/the — - 0f - ~ 
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district, for a period of not less than six months nor more than three years. Jf 
within five years of the restoration of its powers the school district shall again fail 
to maintain said foundation level of school support, it shall be the duty of the 
supreme court justice reviewing the case to order the state board of education to 
dissolve the district and append its territory to another district or districts. 

Sec. 10. In case of violation by school districts of specific mandates, prohibi- 
tions, or regulations established by law or by the state board of education in 
accordance with law, except violations of the certification requirements, the com- 
missioner of education shall reduce the next payment or payments of state aid by 
an amount approximately equal to that saved by the community by reason of such 
violation; provided , however , that the amount of such penalty shall be not less than 
S100. The amount of these penalties shall be paid to the permanent school fund. 
No one shall have the power to remit them. 

Sec. 11 . If the commissioner of education and the state board of education, 

after a hearing at 'which the officer or officers concerned may be represented by 

counsel, shall find repeated or continued violation, by a school board or any other 

officer or officers of, or serving with, the school district, of mandates, prohibitions, or 

regulations established by law, or by the state board of education in accordance 

with law, the commissioner of education shall place the facts before a supreme court 

justice with the recommendation that the officer or officers be removed from office. 

If the supreme court justice concurs with the recommendation of the commissioner 

of education and state board of education, he shall order the removal of the 

officer or officers from office and shall appoint a successor or successors to serve 
out the unexpired term or terms. 


Sec. 12. At least once annually the governor shall call a conference for the 
consideration of state policy with respect to public education. Participants in this 
conference shall be the governor as chairman, members of the state board of educa- 
tion the commissioner of education, members of the committee on education in 
both houses of the general assembly, the presiding officers of the two houses and 
such other state officers, members of the general assembly, and other persons as the 
governor may designate. The governor, the president of the state board of educa- 
tion, and the commissioner of education shall constitute a committee for the 
planning of these conferences. 


Chapter 2. The State Board of Education 

Se °I J U Th ! rtate board 0f education shaU consist of seven members to be 
appointed by the governor with the approval of the senate. Members of said 

oard, other than the original appointees hereunder, shall be appointed to serve for 

erms of 7 years and thereafter until their respective successors are duly appointed 

and qualified. The term of each shall begin on July 1 next succeeding his aoDoint 

ment except where the appointment is made to fill a current vacancy, in which case 

continue through the 

of R ^ der0f th ®. un f P ,red term - Thosejirst appointed shall begin their period 
of frcTc^T^ Y UP ° D appointment and shad be designated to serve terms 

iti “ T “ ye “ ” ""“ 1 »« duly ,pp ZZ 

n kaSt three ° f the members of the state board of education shall ha 

SK*S£" h * d “ ■”“*>» <* —■» »■»* "°n» S"* 

No salaried employee of any educational institution or school system shall be 
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eligible to serve on the state board of education, and the accept an< r. r, f a srdarir-d 
position in an educational institution shall disqualify a member for furiher service. 

Sec. 3. Members of the board of education shall serve without pay hut shall 
be reimbursed for necessary traveling expenses. 

Sec. 4. At the first meeting of the state board of education called on or after 
July 1 of any year, the board of education shall elect a president for the. ensuing 
year. The commissioner of education shall serve as secretary. 

Sec. 5. The state board of education shall hold meetings in the first weeks of 
July, September, December, and March, at the office of the commissioner of educa- 
tion and may hold special meetings at the call of the president or secretary. 

Sec. 6. Five members of the state board of education shall constitute a 
quorum for transacting business; Provided . however, that no business shall be 
transacted in the absence of the commissioner of education or his representative, 
except that which has to do with his own appointment or the fixing of his salary. 

Sec. 7. The state board of education shall appoint the commissioner of educa- 
tion to serve from year to year, or for a specified period, at such salary as the board 

shall designate within the amount appropriated therefor. 

Sec. 8. The board shall have the power to contract with the commissioner of 
education for a period not to exceed five years. If the commissioner is appointed 
to serve from year to year, failure of the board by majority action to notify him to 
the contrary by Jan. 1 of any year shall constitute an extension of his period of 
service until June 30 of the next succeeding school year. This rule shall apply 

also to the last year of a specified term. 

Sec. 9. All appointments of members of the state department staff shall be 

made by the state board of education on nomination of the commissioner of 

Sec. 10. The state board of education shall serve as the administrative board 
for those educational functions operated by the state department of education, 

and the commissioner of education shall be its executive officer. 

Sec. 11. The state board of education shall serve as the state board for voca- 
tional education. , . . 

Sec 12 The state board of education shall promote such central or coopera- 

tive services to the schooldistriets as in its judgment will improve, the management 
of schools, broMin public understanding of education, and provide more adequate 

educational services generally. ■ ; 

Sec 13 The department of education shall seek to discover new needs arising 

in the school districts that may call for important changes in school practices an 

shall take all necessary steps to become aware of the emergence of better w ays o 

meeting the recognized needs, both within this state and elsewhere. To assis 

school districts in developing or demonstrating improved practices ^ere shail be 

urn provided in the annual budget ol the state department of edu .Iron to be 

drawn upon by the state board of education, on recommendation of the comims 

sioner of education, to make grants-in-aid to school districts s un e a g 

development or demonstration of educational practices designed to unpm e 

qulhty of the educational work of the state, or to provide at lower cost as good 

“"re™ to' law refer, to standard, or regulation. 
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and regulations shall have the same force and effect as if they were incorporated 
in the provisions of this title. 

Sec. 15. Rules and regulations developed by the state board of education in 
carrying out its responsibilities under the provisions of Sec. 14 of this chapter shall 
have the force of law and shall be administered by the commissioner of education 
in ministerial capacity. 

Sec. 16. Rules and regulations passed by the state board of education in 
accordance with its responsibilities under the provisions of Sec. 14 of this chapter 
shall be acted upon at a meeting in the call for which the intention to consider such 
legislation shall be announced. 

The application of the rules and regulations of the state board of education to 
individual cases shall be the responsibility of the commissioner of education and 
the state board of education shall not have power to suspend the operation of its 
rules and regulations in individual cases nor shall it have the power to repeal or 
amend its rules and regulations except in a meeting in the call for which purpose of 
repeal or amendment has been specifically stated. 

Sec. 17. All policy-making powers delegated to school authorities by law, or 
necessary to the carrying out of the law, shall be exercised by school district 
authorities unless the law specifies that such powers shall be exercised by the 
state department of education or any of its parts. 

Sec. 18. Membership on the state board of education shall not clothe any 
person with individual powers with respect to public education, and the state 

board of education may not designate any one or more of its members to carry out 
ministerial or executive functions. 

Sec. 19. Ihe state board of education and commissioner of education shall 
jointly develop a budget to cover those activities to be carried on by the state 
department of education and shall include therein the amount of payments to 
school districts required to meet the provisions of the law. 

During the months of October and November the state board of education 

shall hold conferences concerning the budget and the state department services 

it represents for the next succeeding fiscal year to which conferences may be 

invited school superintendents, local school board members, members of the 

instructional staff and members of the public at large. The budget as approved 

y the state board of education shall be submitted to the state budget officer on or 
before Dec. 1. 


Sec. 20. Any activity dealing with persons under twenty-one years of age 

which is carried on within the state, by either a state government or a federal 

government agency shall in its educational aspects, if any, be subject to the rules 
and regulations of the state board of education. 

Sec. 21 The commissioner of education is hereby authorized to approve proper 
vouchee for the promotion and support of public education; ProvUed , however 

to the Paymer ! tS f fr ° v m funds a PP r opnated for vocational education shall be subject 
e approval of the state board for vocational education, and all funds appro 

pnated for the cooperative workshop shall be subject to the approval of the work- 

shop board; and the controller is hereby authorized and directed to draw his 

ders upon the general treasurer for the payment from said funds upon receipt by 
nim of proper vouchers 


Chapter 3. The Commissioner of Education 

l S u C ' f L A The commissioner education shall serve as executive officer of th P 

" th “Pec. to educational font, ions open.tc" ™de “h, c ».rol 
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of the board of education and as ministerial officer for the board with respr-ct to 
those rules and regulations governing the operation of public schools that, are 
established by the board in accordance with law. 

Sec. 2. The commissioner of education shall serve as the direct ministerial 
officer of the general assembly with respect to those mandates, prohibitions, and 
regulations for school districts or educational institutions that are specified in the 
law. 

Sec. 3. The commissioner of education shall prescribe such uniform systems of 
records and reports as in his judgment are essential to carrying out mandatory, 
prohibitive, and regulatory law and state department of education rules and 
regulations made in accordance with law, taking into account the requirements of 
the office of education at Washington, and on approval of the state board of 
education, shall furnish free of charge such necessary blank forms of inquiry, cards, 

and record books as shall be required for such purposes. 

Sec. 4. The officers or persons in charge of all schools and educational institu- 
tions supported wholly or in part by this state, whether entirely devoted to educa- 
tion or only partially so, shall make annually in the month of July to the department 
of education a report of such facts as shall show the number of pupils and instruc- 
tors, the courses of study, cost of maintenance, and general needs and conditions 

of the school or institution. 

Sec. 5-11. (The commissioner’s duties to prescribe reports and records, make 
surveys, report to the general assembly, visit schools, and study curriculums.) 

Sec. 12. The commissioner of education shall furnish the registrar of motor 
vehicles and state fire marshal with such information and advice as they may 
require in carrying out their respective responsibilities in establishing standards 
for the transportation of children and for the safety of school buildings, 

Sec 13. It shall be the duty of the commissioner of education continuously 
to observe the operation of mandates, prohibitions, and regulations established 
by law or by the state board of education in accordance with law, and to formulate 
proposals for modification of such provisions as he deems salutary to the effective 

operation of the school system. 


Chapter 4. The Schools and the Courts 

Sec 1 Parties having anv matters of dispute between them arising under this 
title may agree in writing to submit the same to the adjudication of the commis- 
sioner of education, and his decision therein shall be final. 

Sec. 2. Any person, aggrieved by a decision or domgs of any board of educa- 
tion or in any other matter arising under this title, may appeal to the commissioner 
of education, who, after notice to the party interested of the time and place of 
hearing shall examine and decide the same without cost to the parties; Provided 
that nothing contained in this section shall be so construed as to deprive such 

aggrieved party of any legal remedy. # , .. 

g ec 3 (Omitted matter deals with judicial machinery and lists vanou 

penalties provided by law for failure to act or for violating prohibitions.) 


Chapter 5. School Districts 

Sec 1 The state board of education and the commissioner of education shall 
develop a master plan for the correction of the deficiencies m present school dis- 
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tricts so that the general assembly may have a guide in modifying school districts 
better to meet present-day needs. The board is hereby directed to submit such 
a master plan to the governor on or before Dec. 1, together with proposals for 
legislation to make modification of districts permissive, to equalize the burden of 
capital outlay involved in the development of schoolhouses in the proposed dis- 
tricts, and to give the state department of education authority to approve the 
location of school buildings according to the master plan proposed, and said board 
is hereby directed to submit to the governor annually, on or before Dec. 1, proposed 

modifications to such master plan, together with proposals for legislation pertain- 
ing thereto. 


Chapter 6. The Local Board of Education 

Sec. 1. All powers with respect to the operation of schools and other public 

educational activities in any school district shall be vested in the board of 

education except as specific powers may hereafter be delegated by law to other 
agencies. 

Sec. 2. The board of education of each school district shall consist of seven 
members. Said committee shall be divided into seven classes, and the several 
terms of office shall expire at the end of 7 years after the dates of their respective 
election ; Provided, however , that the present members of boards of education in 
school districts shall continue in office until the expiration of the terms for which 
they were elected. If the present board consists of less than seven members, at 
the next election a sufficient number shall be elected to supplement the present 
membership up to seven, and each of the additional members so elected shall be 
assigned to one of the seven classes by lot to be cast at the organization meeting of 
the new school board. This process shall continue until all members have been 
elected for a seven-year term and all classes are filled. Thereafter vacated classes 
shall be filled by election. In case the number of board members at present 
is seven or more, all members of the present board shall continue in office until the 
expiration of terms reduces the number below seven. Thereafter the same pro- 
cedure shall be followed as is outlined above for boards with less than seven 
members. 

Sec. 3 Except as herein otherwise specifically provided, there shall be an 
election of board of education members annually. When and if the election is held 
m conjunction with an election of municipal, state, or national officers those 

andT f t r b ° ard ° f e ? UCatl<m membershi P shall be listed on a separate ballot 
and shall not appear on the party ballot. When and if the election is an election 

a„ U :r: a r P0 T ° nly ; the candldates for el ection shall be listed on a single 

vided hv l ° S ; gnatl0n ° f Party affillation - Until otherwise specifically pro- 

shan hp t l ’- ii ' mee ! mgS f ° r the selection °f boa ^ of education members 
all be held in the several school districts on the same dates, annually as the 

tes on which respective municipalities heretofore conducted their elections 
betical order na “ eS ^ ^ CandldateS sha11 be P laced °n the ballot in alpha- 

Sec. 5. In the event that no candidate receives a maiori+v nf nil < 

Self "in f ° r Candidates at an y such election, no candidate shall be declared 
ted. In such event, a run-off election shall be held on a dav 30 davq f™™ +i 

ay on which the original election was conducted or if that dav he « <3 l 6 

S a L i r ” ,he T”™* as** C, 

Here ,h.U ,pp„„ „p„„ the Wlol in ,lp habetiral order ^ 
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candidates who received the greatest number of votes cast for candidates at such 
original election. 

Sec. 6. Should there at any one time be two or more vacancies on a board of 
education due to death or resignation, the commissioner of education shall lay 
the facts before the chief justice of the supreme court who shall have the power, and 
it shall be his duty, to appoint eligible persons to serve until the vacancies have 
been tilled bv election. 

Sec. 7. The nomination of candidates for board of education membership 
shall bo by petition. The number of signatures required for nomination in school 
districts with 50,000 or less population in the last federal census shall be 50. In 
school districts with a population from 50,000 to 200,000 the number of signatures 
required shall be 100. In school districts with a population of more than 200,000 
the number of signatures required shall be 200. No person shall be qualified to 
sign any such nomination petitions unless he shall be a qualified elector of this 

state residing within the respective school district. 

Sec. 8. Nomination and election of board of education members shall be at 


large. 

Sec. 9. Whenever it shall be proved to his satisfaction that any member of a 
school board has been guilty of any wilful violation or neglect of duty under this 
title or under any oilier act pertaining to common schools or other educational 
institutions participating in state funds, or of wilfully disobeying any order or 
regulation of the state board of education or of the commissioner of education, the 
commissioner of education, after a hearing at which the member shall have the right 
of representation by counsel, may lay a statement of the facts of the case before 
one of the just ices of the supreme court with the recommendation for the removal 
of the board member from his otfice, and the decision of the supreme court justice 

shall be final. 

See. 10. The board of education of each school district shall choose ft chairman 
clerk cither of whom may sign any orders or official papers and may be 
'removed 5 the pleasure of sai.l board. The clerk, under the direction of the com- 
mit tee, shall keep a journal of the proceedings of the committee. The hoard may 
select (me of its own number as clerk. If any one other than a member of the 
|,„ard is to he selected as clerk, the person selected, unless he he the superintendent 
of schools, shall he selected on the nomination of the superintendent of schools. 
The clerk, l.y virtue of his position, shall perform no other functions than those 

enumerated above and in Sec. 21 of tins chapter. 

Sec I 1 The school district, treasurer shall keep accounts according to the 
rules and regulations of the state hoard of education and shall make such reports 
„H the state hoard of education or the commissioner of education, or both, shall 

n.,|u,re )Mmnl <>f t . i((ll s j m i|, with the advice of the superintendent 

of schools adopt, rules and regulations for tlm effective operation of the schools 
The application of the rules and regulations of the hoard of education sh 
|,„ responsibility of the superintendent of schools acting in a ministcnn 

' M| "se',! y i:i. The board of education shall not have power to suspend the operation 

of it h rules ami regulations in individual eaHos. 

Her M The adoption, repeal, or amendment, of a rule or regulation y _ 

I shall bo made only by vote of a majority of all the members of the com- 

>0f . ,1 | ho call for which t ho purpoNO to consider the adoption, 

■it- E £ ■« 
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amendment takes effect, it must be acted upon favorably at a second meeting of 
the committee after a period of not less than 20 days has elapsed. 

Sec. 15. The board of education shall act only as a committee of the whole. 
Sec. 16. No person shall be vested with administrative powers by virtue of his 
membership on a board of education, and no board of education shall have the 
power to invest any one member or group of members with administrative powers. 

Chapter 7. Superintendents of Schools 

Secs. 1-10 (Selection, powers, and duties of county or regional superintendent 
and the selection of local school superintendents.) 

Sec 1L No person shall be employed as superintendent of schools in any 
school district unless such person holds a certificate issued by or under the authority 

fw! education in accordance with professional standards 

adopted by the state board of education. 

Sec 12 The board of education is hereby empowered to contract with the 
supenntendent °f schools for a period not to exceed 5 years. If by JanZy 1 of 

e last year of any such contract notice has not been given the superintendent of 

™ rule sSu 

visionS'oM! • Th , e S T ni l t T lent 0f sch00ls employed in accordance with the pro 
t , f t l US Chapter > sha11 - uud er the direction of the board of education have 

agent of ^.he '““T, ^ ““ ** •* <** ZSSttZ 

u L ’ repairs, and other needed nni3roveinent^ c ,K n ii i 

reP Sc 14 Jr d aanually and at SUCh 0th - - it may Seel ^ & 

district in an^ caSrs?attta P d er b n 'th t0 ^ PUWiC Sch °° ls of a «*ool 

of the superintendent of schools unlessthet °/ ®f“ catl011 on the nomination 
of appointment to the sunerinlenlnt if v , ll haVe del egated the power 
superintendent for appointment to ■ • Scbools - Persons nominated by the 

be certified by the superintendent as^iC ° ^ 16 publlc schools of a district shall 
rules and regulations of t tin the ^^ions required by the 

intendent ** ^ fhe duty of the supei- 

appointment has been made ’ Th pi0Cess shall continue until an 

-r f nt of — * 

^ o[ T°°” to — * - 

“ d ' i £ the 

rules and regulations shall have the effect of law ff 'tv° n' he superintendent, such 

superintendent of schools shall serve in a ministe Z h ® Sch ° o1 dlstrict , and the 
to individual cases. ministerial capacity m their application 
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Chapter 8. The Educational Program 

Sec. 1. Each school district shall establish and maintain for at least ISO days 
annually, exclusive of holidays, a sufficient number of schools and other educational 
facilities to make possible the provisions of the educational opportunities required 
by law, or which they may elect to provide in accordance with law. Whenever the 
board of education of any school district shall find that it is more convenient or 
expedient for any child residing in said school district to attend school in an 
adjoining school district, said board may arrange with the school authorities of such 
school district for the attendance of such child at their schools and may pay for 
such tuition out of the school district appropriation, for public schools. The 
amount so paid shall be used for school purposes only. 

Sec. 2. For the school year beginning July 1 and for each year thereafter, each 
school district shall maintain an annual expenditure for educational purposes, 
exclusive of capital outlay and debt service, equal to or in excess of the $100 
foundation level of school support, as defined in Sec. 3 of this chapter; Provided , 
limtu err, that school districts that are supporting schools on a level below the 
foundation level at the time this act takes effect, shall, on application to the state 
board of education, be given a reasonable period to meet this requirement, the 
lengt h of t ime being determined by the state board of education with due considera- 
lion to the amount, of increased expenditure required, the availability of state aid, 
present local tax rates, tin* administrative problems involved in bringing about 
needed educational improvements, and other pertinent factors. The state board 
of cducaf ion shall adopt specific procedures for the submission of plans by the school 
districts comprising this last-mentioned group. 

Sec. 3. The $100 foundation level of school support shall be determined by the 
addition of the following items: Item I, $100 per weighted pupil in average daily 
attendance, and Item 2, an amount sufficient to provide adequate and safe trans- 
portation facilities for all pupils transported in accordance with standards estab- 
lished by the state board of education. 

The weighted average daily attendance shall be determined by taking the sum 
of the average daily attendance of pupils enrolled in Grade 8 and below and 1.3 1 
times the average daily attendance, of pupils enrolled in ninth grade and above, 
prow <l< <1, however , that in place of the actual average daily attendance in each 
specifil class for handicapped children, approved by the commissioner of education, 
aUTLVerage daily attendance of 20 pupils shall be counted for each class; and pro- 
vided, further , that, any part of the average daily attendance of pupils enrolled in 
vocational classes that, are aided both by the state and federal government, in 
accordance with (’hap. 17, shall not. be counted in making this computation. 

In computing the expenditure required by the. foundation level of school sup- 
port in districts operating one or more isolated school buildings with fewer than 
four teachers each in either the elementary department or the high-school depart- 
ment, the average daily attendance in such schools shall be counted as not less than 
27 times the. number of teachers employed in eighth grade and below, and as not 
lrss than 24 t imes the number of teachers employed in ninth grade and above; the 
amount added by the operat ion of this proviso to that, which would be obtained by 

i 'IW ratio* and wol K hHn*s should bo based upon host current, information. They aw in a 
Mfalo of flux at llm ti.no of this writing Also. many state should have KroduaUni oorroctions for 
*ml„ mdioolM. .Sc, Moitr, Pali. 11.. and W. (■. llatiMiKn, Public School finance, Chap. XV , 
Now York: Modraw-llill Hook ('oinpuny, I no*. Phil. 
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pupils, including physiology and hygiene with’ T dITT developincnt of health o( 
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raised by taxes for current purposes to the board of education, after a public 
hearing, but would reserve the right to bond the district to the electorate. Small 
districts would require a submission of the amount to be raised to the electorate, 
whether for current or capital purposes. In many states this is complicated by 
special charter arrangements with cities, carrying all sorts of antiquated provisions 
representing either practice or experimental insight of the time the charters 
were adopted. An even more upsetting factor is the growth of over-all tax limita- 
tions that cast the lot of education in with municipal affairs, making the board of 
education, in effect, a body subordinate to municipal government. The provisions 
given here (particularly 1 through 7) are suggested as a way of disentangling 
schools from municipal matters in such states. The disturbing factor is an over-all 
tax limitation of 2 per cent on assessed valuation for current purposes. In addition 
to the tax on real property there is a dog tax and a tangible property tax, the rates 
being fixed by state laws. Sections 8 to 12, however, are generally applicable. 

Sec. 1. The full yield of the poll tax and of the dog tax from any school dis- 
trict shall be used for school purposes. In each school district there shall be used 
for school purposes that ratio of the yield of the tax on intangible property in the 
district which expenditures for school purposes from all funds derived from local 
taxes in the last completed fiscal year prior to the adoption of this act bore to the 

total expenditures for that year from such funds. 

Sec. 2. The poll tax and the dog tax shall be deposited to the credit of the 
board of education as they are received by the tax collector. The proportionate 
part, of the tax on intangible property to be used for school purposes, in accordance 
with Sec. 1, shall be placed to the credit of the board of education as collected. 
That proportion of the tax on real property and tangible personal property which 
has been allocated for school purposes in accordance with Sec. 4 to 6 of this chapter, 
shall be deposited to the credit, of the board of education as collected. 

Sec. 3. Each tax receipt shall carry a statement of the proportion of the tax 
allocated to the municipal government and the proportion allocated to the board 

of education. 

Son. 4. Where the tax rate on real property and tangible personal property 
exceeds $18 per thousand, now or in the future, there shall be a just allocation of 
the actual or potential taxes to educational and municipal purposes by a method to 
| H . .selected by the electorate. Where the tax rate is less than $18 per thousand 
t here shall bo such an allocation only if both the school board and the mumci- 
]) .,1 rouncil shall vot e in favor of submitting the choice of methods to the electorate. 

Sec f> In school districts where the tax rate on real property and personal 
tangible property was in excess of $18 per thousand at the latest assessment of 
taxes prior to the year in which this provision takes effect, the choice of methods of 
iiuiking ... just, allocution of actual or potential taxes shall be made by the electors at 
M.C next .-lection of town, city, or school district officers. In those other school 
d,Kl riels in whirl, the tax rate eon.es to exceed 818 per thousand at some later tune. 
1 1 „, shall he made at the election of municipal or school district officers nex 

following the time of assessment of a tax on real property and personal tangible 

propert y in excess of $18 per t housand. . G { j c q v n n 

See ' 0/ The eleetors of each school district referred to in Secs. 4 and 5. ha 

I >r,f 111 ,, t wo following methods of allocating the actual or potential tax 

nnT-alTroperty and tangible personal property to educational and mumcipa 

|,Un ZL I The maximum tax that may legally he levied on real property and 
tm JS£ per* property shall he alloeated to municipal purposes and school 
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purposes in proportion to the total expenditure from the yield of such tax for 
municipal and school purposes i„ , he hscal year nest preceding in Thick *c 

permitted bj lay shall at any time be increased above the amount specified in (he 
lav, the increased amount over that specified in the law shall be allnf ferl i -• -i 

manner; and provided, further , that, in the event that functions now supported 
under municipal control are translerrcd to the school district, or yc”a tier 
shai be a proportionate correction of the allocation of taxes 

and“ mi ^,o?„Ted«Xu 0<i * <*■»«» 

on the IS of”™' scht! me'h” d 1°7 .? “'T'"" 

Of both the board of education Jnd Z substitution has the approval 

substituted has been designed incoono ■ mUnKapa counc *l and if the plan to be 

and is certified by him as a method wl ' 't " !t } 1G comm * ss *°ner of education 
education. h ° d " luCh Safeguards the state’s interests in public 

property^and^tengible'poreonal “ZZ f “ tUal ° r potential *“« on real 

least 10 years, the commissioner of education ma°y 'and '° n Z a period of at 

of education, or of the town or ritv ^ -i ^ ’ ° n t ie petitl0n of the board 

less than that required for the „™i„T ' 7 * T" 1 " ot voter, not 

in the school district shall formulate i', a member of the board of education 

submitted to the elec', or, “t « X? ToTb'™ if? ^ ”' ,h » cl *•» >» 
haliot shall give the electors « «**«• T »' 
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missioner of education as one Zich ? afe Z, r H ' bC ^ com- 
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at the time. g at ^ 18 safe g ua ^ded by the method in operation 
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determining the total amount of funds to h 8 f? ond class > the responsibility for 
taxes on real property and tangible nersonal 6 for sch ° o1 Purposes from the 

within the limits prescribed by law and of instmc^ f Z GnSuing schooJ year, 
amount to be raised for that year from real DronerZ ff* colIeet °rs as to the 
ert y for school Purposes, shall be f ZZ personal Prop- 
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See. 12. The electors of the school district shall have the power to authorize 
the school committee to issue bonds or to require the levying of a tax for the pur- 
pose of construction of school buildings and their appendages and for the purchase 
of land therefor; Provided , however , that the amount of such bonded indebtedness 
incurred shall not at any time exceed 2 per cent of the equalized, weighted assessed 
valuation of the school district as defined in Chap. 10 unless the exceeding of this 
limit shall have been authorized by special action of the general assembly. 

The electors of the district shall vote on the question of the bond issue or the 
levying of a tax for the above purposes at a regular election or at a special election 
called by the board of education. The initiative with respect to submitting the 
question of a bond issue to the voters shall lie with the board of education. For 
the debt service on such bonds the board of education (or the school financial 
meeting as the case may be) may, if it deems it necessary, require taxes to be 
levied in excess of those authorized in Secs. 4 to 6 of this chapter. 


Cliapter 10. State Support of Public Schools 

Sec. 1. There shall be paid to each school district, in two equal semiannual 
installments on Sept. 1 and Mar. 1 of each school year, such an amount as is 
determined by law to be the state’s share of the cost of the foundation level of 
school support in the school district. The state’s share of the cost of the founda- 
tion level of school support shall be known ns state support. 

Sec. 2. The state support for each school district shall be the excess of the cost 
of an SI 00 foundation level of school support in the district over the computed 
yield of a lax of S3 on each thousand dollars of weighted assessed valuation of the 

taxable property within the district. 

For t he purpose of computing the amount of the state support for each district, 
the cost of an $100 foundation level of school support shall be determined in 
accordance with Secs. 2 and 3 of Chap. 8 and Sec. 4 of this chapter, and the equal- 
ized valuation of the taxable property shall be determined in accordance with Sec. 6 

of this chapter. ... , G 0 

Sec. 3. To the state support granted each district in accordance with bee. z, 

t here shall be added for state wards residing in the district a sufficient amount so 

that the state shall bear the full cost of their education. 

Krc A For the purposes of this chapter, the cost of the foundation level ot 

Hfliool support in each school district shall ho computed in terms of the. attendance 
and transportation data of the second school year preceding that in which state 
„id payments are to he made, disregarding the small school correction defined in 

* ' "in case' the attendance of any school district in any year has been abnormally 
low as the result, of epidemics or disasters, the attendance and transportation data 

of the latest preceding normal year shall be used. 

The pupils transported to be considered in computing the cost o an 100 

foundation level of school support for the purposes of tins chapter shall be 01 > 
those pupils enrolled in sixth grade and below who live 1.4 miles or more di. _ 
from appropriate schools and those pupils enrolled in seventh grade and above >o 
live ‘2 miles or more distant from appropriate schools. '1 he costof transpor n g ^ 
pupils for the purpose of this chapter shall be determined m terms of stnnda 
established by the state board of education, taking into account the ^'Uidards 
f . II .lotov established by the state board of education in accordance \\ 

; t:. v * * - — *• 
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quality of roads the availability of suitable public carriers, and other facto,- 

affecting cost that arc reasonably outside the control of the school committees 

ec 5. The equalized valuation of each school district to be used in computing 

' ^ S support to be paid in any school year shall be based on the latest valuation 
of property available on Sept. 1 of the preceding school vear 

state support. 8 for^ach Tf” 8 ~ 1 

of education on or before Oct. of each year. ' 1 * th commisSJOner 

submit to the^ state^buclget^dbector and 1 cont ptroller T statement'o/t I U ^ * *° n ShaP 

under thc 

the total amount required ind shalfnoibv th T Jul - V ^ther with 

district of the amount so certified ^ bo " d ° f cduca «<”> of each school 

missioner'f or°the purpose of carry in^on'^ 00 t *° ^ ™ ade to the tax coin- 
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tota^i^stalirXce'd ^ * 2 PW ^ 
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compared with those on which the state s^oort ^ •" CqUal,zed filiation as 
Sec. 7. It being to the interest oft iTl t glven ycar « computed, 
of modifications in the plan of state support of ? d be sufficicnt notice 

whatever .r„„ g e„S“o r £*££¥ t°' •*** J “' 1' 

effect on Feb. 15 shall be considered binding- o f ? Ub SCh ° o1 su PP ort are in 
beginning on July I following and anv eh n ? ^ State f ° r the sch ° o1 year 

subsequent to Feb. 15 of any calendar year shallnot State „ su PP ort haw made 
of the next succeeding calendar year. become effective until July 1 

gec Chapter 11. Employed Personnel 
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employed as a vi s i ting teacher truant nL &nd n ° P erso * shall be 
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hen the commissioner of education n j , uch teaching, hold such certificate 

P-d from the amount of the TaS ItytV “ Tl^ *° the 

«ny °f .he public money SUch “ h “' to 
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superintendents of schools in the state for their use in making nominations for 
positions in their school districts. He may from time to time submit to the 
boards of education comparisons of persons whom they have appointed with those 
who are available for appointment. 

Sec. 3. The superintendent of schools may at any time require a medical 
examination of any or all of the teachers and other employees of the school dis- 
trict, and the report of such examination shall be submitted to the superintendent 
for appropriate action. 

Sec. 4. (Omitted matter deals with provision for annulment of certificates, 
permissive legislation for stimulating employment of specialized personnel, and 
responsibility of teachers for keeping records and making reports.) 


Chapter 12. Salaries, Tenure, Pensions, and Retirement of Teachers 

Sec. 1. The state board of education shall develop a minimum salary schedule 
for teachers in keeping with the foundation level of school support as defined in 
Chap. 8. 

Secs. 2-10. (Tenure provisions.) 

Secs. 11-16. (Certification and retirement provision.) 

Sec. 17. The school board may require teachers to carry personal liability 
insurance, or the board may provide such insurance. 

Chapter 13. Business Administration 

Sec. 1. The fiscal year for the school district shall begin on July 1 and end on 
June 30. 

See. 2. Prior to Dec. 1 of each year the superintendent of schools shall plan 
the budget, for the fiscal year beginning July 1 of the following calendar year, 
utilizing, as far as he finds feasible, assistance of members of the staff of the school 
system and interested members of the community for the purpose of assuring as 
nearly as possible that the educational budget shall be an expression of an evolving 
cd u cat ional plan for the community. This budget shall be presented to the board 
of education at. a meeting early in December. From the time of this meeting until 
Mar. 1, the board shall have the duty of weighing the proposals in the budget over 
against the will of the people of the school district and the needs of the state. To 
facilitate these considerations there shall be at least one conference with interested 
members of the public, and at least one conference with interested members of the 
employed personnel. At each conference it shall be the duty of the superintendent 
of schools and such members of the educational staff as he may designate to discuss 
the budget, proposals with respect to their adequacy to moot the educational needs 
of the community. On or before Apr. 1, but not prior to Mar. 1, the budget for the 
next fiscal year shall be adopted and the total tax requirements thereof certified 

to the tax collectors so that the proper tax rates may be levied. 

Sec 3 In districts of the first class the responsibility for adopting the budg, 
ahull be that of the board of education and of the board alone; in districts of the 
second class the responsibility for adopting the budget shall bo the responsibility 

Srr 4 The budget ntta.ll bo prepared in accordance with standards of the state 
board of education in order that it may meet educational needs as nearly as may 
bo and at the saute li.no he appropriately related to the financed accounting ^system. 
The superintendent of schools shall submit the proposed budget to the comn 
r .filtration not less than 60 days before the date set. for the approv 
Iho budget lly the board of education or the school financial meeting, as the case 
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may be. The superintendent shall accompany the proposed budget with a 
ment showing his computations of the expenditure ren mV, , , , V 

schoo, district by Cap. S . T„« c„„, m isS^ l.EZHi 
ment and report to the superintendent of schools in not less i} mi r 1 ' ,•/ 

the receipt of the report indicating that the superintendent C i ■ S “ l, ‘ r 

i/;rr 

SST* ” ay ££«s :::r 

foundation level of support afdcfiLdl^ehap" s! I>, " V, ' i '' f,,r Ws ,h:u ' 

pare annually a report to the school district set tlnlXS"/ ^ “ 1 U ‘ Ut i( >U sl,alJ I M '- 
condition of the schools, and plans for their ; mn ^ * do "‘ KS , ,llf ' and 

budget. This report shall 'vT^ 1 ‘° 1,M * P " , P'”“ 1 

by publication in the press bv nr «P,.i. r * , P , ’ 10 ,J K( ‘neral distribution, 

combination of these methods andthi - '7 \ ,udget ( '°nt eroncos, or by a ny 

sioner of education before Mar 1 ’ S rCP ° r ' S la Je suhn *itted to the commis- 

'T u,Ni “' ” “ a»»ii„ g „» f „ 

of education at a meeting in the call for whic ’ V ^' aj0llt > vot( ' of the entire board 
announced; Provided, however that in case th -si "? PUrp ° S0 has h( ‘ on specifically 
class district for school purpose approves T hnanc,al "'«■“»« of a second- 

contemplated in the budget submitted by theho i 7 "T' 1 " amount than " as 
must be finally determined and rented ! 0 The ° be ™»- This recasting 

than 30 days after the school financial meeting ° mmiSS10Iler of Plication not later 

tenance contracting for main- 

education; Provided, however, that no purchase of supoUm® 11 “ tl0 " S ° f ^ b ° a, ' d of 
to more than $250 may be made without bid! ' equi P ment amounting 

according to "standards elatistfbylhe ZteZlZ 7 '° ** made 

board to meet this requirement, the commissioner 777' CaSC ° f failure ° f the 

t0 z “ d r“°nr„f “; d * *** r a, ° 

education shall order the withholding of the ^ ° f * he facts ’ the commissioner of 
-tstate aid payment of the debtor 
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Sec 1 TK K , , u * -t UPILS 

census of the children from^Shto tlenf SCh ° 01 diStrict sha11 cause a continuing 
amended from day to day ^ t0 be kept ^ "o Z 

superintendent of schools a complete census “■ ^ °f ° f the 

K g the showing information: 
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Name, age, sex, school attendance and grade, literncv. pliysRrd and mental condi- 
tion, parent’s or guardian’s name and residence. mPnre, place, and extent of 
employment, if any, and any other information which may he required hv regula- 
tions of the board of education. If any parent or guardian shall refuse to give the 
above information in regard to his children or wards, or shall knowingly or wilfully 
falsify such information, he shall be fined not exceeding £20. 

Sec. 6. The board of education may purchase liability insurance for vehicles 
used in the transportation of pupils. 

Sec. 18. The board of education may provide, at the expense of the school 
district, proper treatment for children found to be suffering from sight, hearing, or 
dental defects or conditions arising therefrom, whose parents or guardians or 
custodians neglect to provide proper treatment within one month after receiving a 
notice of the need thereof as required by this chapter. 

Sec. 19. The commissioner of education from time to time shall approve proper 
standards of lighting, heating, ventilating, seating, and other sanitary arrange- 
ments of school buildings, and proper regulations concerning the same as he may 
deem necessary for the safety and health of persons who may attend school, and 
shall communicate the same to the board of education of each school district. 

Note: The omitted numbers are for child labor, compulsory attendance, power to suspend pupils, 
duty to provide transportation, requirement of physician’s certificate for admission to school, 
appointment of visiting teachers, provision for dealing with truancy, provisions for medical examina- 
tion of pupils, etc. 

Chapter 15. The Cooperative Educational Workshop 

Note: This is a design for a plan to extend state department sendees without 
involving shifting of control from school districts. 

Sec. 1. There shall be within the state department of education an agency 
to be supported by participating school districts to be known as the cooperative 
educational workshop, which shall provide administrative and leadership sendees 
of all types associated with the work of boards of education and their administrative 
and supervisory staffs, including in-service education of teachers, curriculum 
development, child study and guidance, business management, and general admin- 
istration which cannot be economically provided by individual school districts. 

Sec. 2. The cooperative workshop shall serve all school districts with less than 
3,000 pupils in attendance in public schools and such other school districts as may 

elect to participate in all or part of its work. 

Sec. 3. The cooperative workshop shall be under the control of the workshop 

board and under the administrative leadership of the commissioner of education. 

Sec. 4. The workshop board shall consist of seven members appointed by the 
commissioner of education with the approval of the state board of education from 
among the superintendents of the school districts served by the workshop. The 
members of the board shall serve for three-year terms beginning on July 1; Pro- 
vided, however , that the first appointments to this board shall be by the commis- 
sioner of education with terms to begin at once but the period of service to be 
counted from July 1, two for three years, two for two years, and three for one year. 
No member of the workshop board shall be eligible for reappointment until one 

year has elapsed after the completion of a term of service. 

' Sec, 5 The commissioner of education, with the advice of the workshop board, 
slrdl prepare the plans for the workshop and prepare a budget of expenditures 
kl Upon approval by the workshop board of a budget amounting to n 



APPENDIX E 


365 


more than 50 cents per pupil in all the school districts to be served unless .aid 
limitation shall be increased in the manner provided in Sec TI f ? ? 

ture in the game for T !° ** *» "*»»#• 

however , that for the first fiscal voir n i pemsion are recorded; Provided , 

amount so budgeted shall be paid fromdhe’gene^lTr' 1 ^ th ‘ S fou>fifths of th(? 
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Chapter 17. Vocational Education 
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plan for vocational education executed between the state board for vocational 
education and the United States office of education, and, in addition, such school 
district may be reimbursed out of state funds an amount which in no case shall 
exceed 50 per cent of the expenditures for salaries of vocational education teachers. 
The controller is hereby authorized and directed to draw his orders upon the general 
treasurer for the payment of such sum or sums for such reimbursement upon 
receipt by him of proper vouchers and approved by the state board for vocational 
education. 

Sec. 2. Whenever any school district shall find it impracticable or inexpedient 
to conduct a vocational program, or whenever any school district finds it inexpe- 
dient or impracticable to conduct vocational classes of a particular type, such school 
district may, with the approval of the state board for vocational education, send 
such pupils as it deems desirable to a school or schools where the desired instruction 
is being given, at a rate of tuition determined by the commissioner of education. 
The state board for vocational education shall reimburse said school district an 
amount equal to actual expenditures for tuition upon the receipt of properly 
authenticated vouchers, and said school districts shall also be reimbursed an 
amount equal to the actual expenditure for transportation for said pupils or for 
maintenance in lieu of transportation. 

Sec. 3. The state board for vocational education may establish and maintain in 
any school district a regional vocational school giving instruction in such voca- 
tional and related subjects as it considers necessary, and said board is hereby 
authorized to secure quarters and equipment, appoint teachers, and perform all the 
duties consistent with the operation of such a school. The state board for voca- 
tional education may provide for joint operation of such schools with the school 


districts in which they are established. 

Sec. 4. Whenever any school district shall purchase vocational equipment for 
use in classes approved for reimbursement by the state board for vocational educa- 
tion, said school district shall be entitled to reimbursement up to 50 per cent of the 
amount expended for such equipment, provided said school district shall make 
application for such reimbursement and accompany said application with receipted 
vouchers showing purchases and amounts involved; and provided further that no 
school district shall be reimbursed, on the purchase of equipment in any one fiscal 

year, an amount in excess of $1500. 

Sec. 5. (Provision for dealing with federal aid.) 


Chapter 18. Adult Education 

S( , ( . i Adult, education schools and classes, including classes established for 
,ho purposes of promoting Americanization and citizenship in accordance with the 
provisi.m of this chapter, shall be under tl.c administration of the state department 
of education or under the joint administration of the state department of education 
M „d the school districts, in accordance with the rules and regulations of the state 

l,l ’ ,l S,! ( . 0f 2 r h ''n 1 e < support of schools or classes established in accordance with the 
■ Inns of this chapter may be provided either by the state alone, by the school 

S ‘ Z lav >,V U,« L. »n.l .to .-tool «*** u P>*“ 

of (‘duration, and subject to such provisions as arc made in the annual bu gc 
Hlate department of education. 
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of the material in this book m, . u iJjJiunent som< 

producer or distributor shown with each title' ™m ° frora ,hl 

producers and distributors are « 1 ' T <* th «* 

In many oases these fi ms can a so he \ 1 «“ biUi ‘«-Pl>y ) 

Lbratles from which *“« ^ «<“ 
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16 mm; filmstrips are 35 mm. ' A motlon Pictures are 

whifht fs'Tp pfabTe" 1 Hm.° nly ° nCC ' USUally in the firs ‘ chapter 

tageously in other chapters. S ° me CaSeS !t Ca " be used advan - 

Films produced by the U S Office of PM,,™*- i 

instructor’s manuals. In many cases other f,i™ ^ ^ aCCOmpanyin § 
mg instructor’s manuals. & a so have accompanv- 

CHAPTER iii-psychological interpretation of purpose- 

Infant Behavior: Early Stages (EBF lOmin sd) Shon 
ties and responses of an infant Lt V- h Shows the activi - 
same infant at different stages ^ e m a sra all chair. Compares 

UcreSg ^infZ TuXT ^ ^ Demonstrates 

which an infant advances from a Lipless state tot "T ^ f » y 

Phases of child’s development from a f § & Study of these 

teen age levels are portrayed § ^ t0 Glghty Weeks - Thir- 

From Creeping to Walking (EBF lOmin T u > 
tion of abilities; continues the studv h • ’ D Illustrates the correla- 
u ^V’s Day at T J ve W e k s ( EBfT “ ^ and Emotion. 
though his domestic day from W of w T ^ . FoUowb an Want 

night An interpretation of the significance of his ^ at 

offered. gmucance of fiis various reactions is 

Thirty-six Weeks Behavior (EBF lOmin sd) Pn 

*“ b “* ** - « With the peten, gro ^! P t ^ “ 
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now with that of infant at twelve weeks. Responses to the ministra- 
tions of father and mother are commented upon. First successful 
creeping efforts are observed. 

Forty-eight Weeks Behavior (EBF lOmin sd). Portrays wholesome 
methods of child care. Emphasis is placed upon psychological impli- 
cations and the educational significance of the infant’s everyday 
experiences. 

Behavior Patterns at One Year (EBF lOmin sd). Manipulation and 
other reactions are interpreted and discussed. Continues study of 
other test situations. 

Learning and Growth (EBF lOmin sd). Attempts to clarify some 
of the principles that govern the learning process. The possibilities 
and limitations of training infants from twenty-four to forty-eight 
weeks are discussed. Relationships between age, growth and learning, 
laws that determine learning, and several learning problems are 

discussed. 

Early Social Behavior (EBF lOmin sd). Shows manifestations of 

infant personality in a variety of social settings. 

Life Begins (EBF OOrnin sd). Attention is directed to the need 
for a better understanding of the laws governing the infant’s mental 
and physical growth so that a happier social order may be developed. 

Shows reactions to standardized tests. 

Individual Differences in Arithmetic (EBF 20min sd). Illustrates 

three arithmatic diagnostic techniques. 


CHAPTER IV— SOCIOECONOMIC INTERPRETATION OF PURPOSE 

And So They Live (NYU 25min sd). Shows the unsatisfactory 
relationship between education and local necessities of life in a rural 


community. 

Children Must Learn (NYU 20min sd). Need for closer relation 
between school curriculum and realities of existence in poor mountain 

community. . , . 

Better Schools Make Better Citizens (Capital 30min sd). Role o 

school in developing good citizenship. . . 

Learning to Live (BIS 15min sd). A summary of the educational 

system in England today without reference to the emergency con 


tions due to war. , . __ . 

Diving and Learning in a Rural School (Columbia 20mm sd). 

Shows the work of a small rural school in training the children 

understand their community. . . 

A s Our Boyhood Is (NYU 18min sd). Shows education for negroes 


in rural areas. 
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Calhoun The ^ Way to a Better Future (Harmon 15min si). Hem 
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r,,^“T Pr0b l‘ n \ M Sch °°‘ and “°™ (Columbia 20miu .,1, 
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Children Learn about Their Neighbors (Harmon 11 min si). How 
Church School Primary Department interested children in social 
organization. 

Romance of Exploration (Pasadena 40min si). Sixth-grade unit 
showing steps involved in preparing unit; development of language, 
spelling, arithmetic; preparation of a pageant. 

Teaching of Reading (CFC 20min sd). Progressive methods for 
teaching reading. 

California Reading Film (Cal 24min si). Best reading methods 
and techniques are illustrated. 

A Child Went Forth (Brandon 20min sd). Teaching children from 
two to seven years of age. 

Dynamic Learning (EBF 20min sd). Shows some of the princi- 
ples underlying creative education. 

CHAPTER VIII— POLITICAL DEMOCRACY 

Democracy (EBF llmin sd). Emphasizes a positive tolerance of 
others; defines democracy, economic balance, and enlightenment. 

Despotism (EBF llmin sd). Introduces a “scale” for measuring 
actual degree of performance in democracy or despotism. 

Pop Rings the Bell (NSSI 23min sd). Story of typical school in 
typical American community whose principal is fully alive to the new 
responsibility of his teaching job. The central figure is “Pop,” the 
school's custodian. 

CHAPTER XVI— RESEARCH, EXPERIENCE AND FUNCTIONAL ANALYSIS 

Found in a Book (B&H 20min si). Shows value and correct use 
of library facilities. 

Portrait of a Library (MMA 20min sd). How a community library 
contributes to the education and recreation of its members. 

SOURCES OF FILMS LISTED ABOVE 

A&B — Akin & Bagshaw, 2023 East Colfax Avenue, Denver, Colo. 

B&H Bell & Howell Company, 1801 Larchmont Avenue, Chicago. 

BIS — British Information Services, 30 Rockefeller Plaza, New York20. 

Brandon Films, Inc., 1000 Broadway, New York 19. 

(I a l University of California, Extension Division, 301 California 

Hall, Berkeley, Calif. 

Capital Film Services, 1043 East Grand River Avenue, East Lansing, 
Mich. 

Castle Films, Inc., 30 Rockefeller Center, New York 20. 

CFG -College Film Center, 84 East Randolph Street, Chicago 1. 
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Coronet Instructional Films, Glenview, III. 

DeVry Films, 1111 Armitage Avenue, Chicago 14. 

BEF— EncydojDaedia Britannica Films, Inc., 1841 Broadway New 
York. ’ 


Gutlohm, Walter 0., Inc., 25 West 45th Street, New York 19 
Harmon Foundation, 140 Nassau Street, New York. 

J H— Jam Handy Organization, 2900 East Grand Boulevard, Detroit, 
11, Mich. 9 


Iowa-University of Iowa, Department of Visual Instruction, Iowa 
City, Iowa. ’ 

11 West 53rd street . 20. 
NSSI National School Service Institute, 307 Palmer House, Chicago. 

N^fyork 3 y ’ Mm Litrary ’ Square, 


Pasadena City Schools, Library 4 Visual Service, 1501 East Villa 
Street, Pasadena, Calif. d 

USOE — U.S. Offi HP nf i /• ~ _ 
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Abilities of pupils, 63, 326 
Ability to support ( see Support) 
Academic freedom, 53 
Accounting, 165, 169, 182 
Achievement of purposes, tests, 13 
Adaptability, 195^-224, 230, 237 265 

266, 270, 273, 274, 281, 293, 205 
307, 311 

financial limitations, 215 

hampered by prudential arrange- 
ments, 173 
in other fields, 198 
related to flexibility, 225 


Administrative plans, 292-294 
(See also Operational plans) 
Administrative policies and adapta 

bility, 205 

Administrative problems, classification 
5 

Administrative responsibility, 2S7 
Administrative structure and adminis- 
trative procedure, 225 
Administrator, school, 251, 255 271 
2S0, 293, 304, 305, 321 
administrative initiative, 275 
and his coworkers, 12 
subordinate, 294 


to stability, 235 

and flexibility, 195 

and sparsely settled areas, 216 

Adaptability of Public School Systems 
95, 196 

Adaptation, short cuts to, 202 
statewide steps in, 211 
time curve, 200 
Adaptations, 308 
Adequacy, principle, 11-88 
Adler, Mortimer, 40 

Administration, 244, 262, 263, 266 274 
275, 288, 289, 292, 294, 341, 344 
democratic, limiting factors, 104 
scope, 103 
and flexibility, 226 
pattern, and adaptability, 208 
school, power classification, 263 
(See also Operation) 

Administration of the Modern Secondary 
School, 333 

Administrative discretion, 293 
Administrative justice, shortcomings, 

Administrative machinery, 290 
Administrative officers, 296, 309 

Administrative organization and limited 

interest of staff, 204 


(See also Superintendent of Schools 
and Administration) 

Admission to school, 110 
Adult education, 3GG 

Age, beyond high school, 84 
Aid (see Support) 

Alabama, 295 

boards of school trustees, 137 
Alexander, Carter, 334 
American Commonwealth, 96, 130, 163 
American Institutions, 96 
American School Board Journal, 334 
American Schools in Transition , 73 qo 
210, 216, 254, 334 ’ ’ 

American Teacher, The, 333 
Anal °gy J reasoning from, 252 
Analyses, available, inadequacy, 256 
Analysis, functional, 251 
Annual promotion, 235, 236 

Anthropology and administrator 93 

Appraisal, 239, 266, 332 ’ 

Aptitudes, 61 

Arithmetic, 234 

Arkansas, 215 

Art, 70 

and community life, 180 
creative, 227 

inadequate adaptation, 203 
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Business administration, obtaining 
bids, 6 

requisitioning, 6 

Business Administration of Public 
Schools , 334 

C 

California, 213, 245 

Cape Province, Union of South Africa, 
295 

Capital outlay, 283. 

in relation to minimum program, 166 
Campbell, Doak S., 333 
Caswell, Hollis L., 333 
Central control ( see Control) 

Central officers, and adaptability, 308, 
309 

power to make decisions, 301 
Central support (see Support) 
Centralization, 319 

Centralized versus Decentralized Govern- 
ment in Relation to Democracy , 172 
Centralized systems, 214 
Certificating bodies, 228 
Certification of teachers, 230 
Challman, R. C., 333 
Chambers of commerce, 112 
Change, deliberate, time for, 235 
facility of, 293 
without notice, 179 
rate of, 290 

Chapman, Sydney J., 315 
Character, 61, 63, 72 
and personality adjustment, 327 
Checks and balances, 169-170, 266, 270, 
294 

Chevillard, Jules, 136 
Chief state school officers ( see State 
Department of Education) 

Child development, 40 

Child Development , Abstracts and Bibli- 
ography, 334 

Child Development Institute of Teach- 
ers College, 41 
Child study, 290 
Child-centered school, 61 
Children under six, 84 
Chipman, Nathaniel, 196 
Church influences, and democracy, 134 


Cities, large (see School districts and 
City school systems) 

Citizenship, 17 

City charters (see City school systems) 
City government, 301 
Civic competence, developing, 329 
Civilian Conservation Corps, 155, 321 
Clark, Harold F., 17 
Class size, 229, 254 
prudential considerations, 168 
small classes, 253 
Clinical services, 61 
College preparatory school, 321 
College-entrance requirements, 106 
Columbia Law Review, 310 
Comenius, Johann Amos, 39, 41, 63 
Commission on the Legal Structure of 
Rhode Island Public Education, 
228, 267, 322 

Commission on Reorganization of Sec- 
ondary Education, 14 
Common culture, 238 
Common-sense judgment, 91-98, 251, 
263, 274, 319, 320 

Community, 2, 66, 225, 226, 229, 264, 
270, 274, 280, 284, 288, 290-292, 
294-296, 301, 304, 306 
character of, related to adaptability, 
255 

environment and pupil freedom, 227 
forums, 294 

groups and adaptability, 209 
guaranteed participation as safeguard 
for democracy, 111 
influence on adaptability, 205 
interpretation of results in terms of 

community to achieve simplic- 
ity, 180 

as policy determiner, 274 
school and, practices, 330 
source of subject matter, 107 

utilizing resources as simplification. 
178 

work patterns, need of, 53 
Complaints, lodging of, 105 
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